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The Center for

Investment in the Arts...

Is dedicated to:

1. Encouraging cultural growth in -
Fremont and the surrounding region.

2. Stimulating the economic benefits of the
arts and ensuring that the Fremont business
community participates in the economic
impact generated by the arts sector.

3. Offering an environment for artists to
develop creative ideas and produce programs
that appeal to a regional audience.

4. Providing tools to facilitate the development
-of professional nonprofit arts organizations
and foster a more business-like arts sector.

5. Building alliances between artists, arts

organizations and individuals and businesses
committed to funding artistic and creative
development. \

Manaoemen Cioyo, inc

“Nonprofit arts organiza-
tions in the United States
support millions of jobs
and generate billions in
government revenue. We
now know this is only
part of the story. Arts
audiences pump an addi-
tional $80 billion in
event-related spending

to local businesses each

year.”
United States Conference of
Mayors ~ 2002
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Executive Summary

A 2005 study, funded by the National
Endowment for the Arts, stated that the non-
profit arts industry alone generates $166
billion nationally in total economic activity
by arts organizations and their audiences.
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Fremont Center Theatre
Business Plan

Chapter One - Executive Suwmmary

Chapter : .
ap Executive Summary -

1 ' - Center for Investment in the Arts

Project Background

In August of 19406, the Center Theatre opened its doors with the feature motion picture “The Walls
Came Tumbling Down” and began a thirty-year history of presenting motion pictures from the
major studios, bringing family entertainment to the Centerville Township. The 10,000 square foot
reinforced concrete structure was built by the Salih brothers of San Francisco at a cost of $125,000.
The original seating capacity was 766, and the Theatre featured a 38-foot ceiling, neon trim and
scenes from “Ben Hur” painted on the walls by noted Theatre artist William Chavales. The front of
the building displayed a huge marquee over the sidewalk with a vertical neon sign that became a
landmark 10 Fremont.

Located in the heart of the Centerville Township, at 37411 Fremont Boulevard, the Center Theatre
has changed ownership over the past few years and success as a cinema has been cyclical. During the
1970’s the Center Theatre developed an unfortunate reputation as a place frequented by local
rowdies and experienced the anticipated decline, closing its doors in 1973. Since then there have
been several lessees who have operated the Theatre as a venue for specialty films. There have been
several name changes, including the Cine Azteca in 1977 showing Spanish films, the ABC Center
Theatre, and since 1992, the Naz Cihema showing first-run Indian films. The current operation
appears to have moderate success featuring Indian film and other ethnic programming under the
name Park Theatre.

The property ts 0.63 acres of land and includes the main structure housing the Theatre, three small
storefronts (two of which are operating as restaurants and the third divided into several commercial
offices), and one small residential unit. Also on the property is a seven-unit apartment building
located behind the Theatre (separated by an alley) and a parking lot that has 39 parking spaces.

For many years the Center Theatre has been a central architectural feature of the Centerville Township
and has served as a focal pomnt of night life in the area. Unfortunately, like many single screen cinemas
across the United States, over the past decade the building has fallen to various levels of disrepair and has
changed ownership (as well as operating promoters.) The current owners have done an admirable job of
upgrading and maintaining the faclity and have made every effort to ensure that the Theatre is an asset
to the neighborhood. At the same time, however the current ownership has listed the Theatre for sale
on several occasions which is not an uncommon occurrence for this type of building.

Simply put, the business of single screen cinemas has been disappearing throughout the United States for
the past twenty years. It is not surprising that the National Trust for Historic Preservation highlighted
“Historic Movie Theatres™ as the most endangered historic buildings in America. Estimates indicate
that there were once more than 20,000 historic, single screen movie theatres. Unfortunately, less
than 5,000 stll remain. Clearly, these buildings no longer have economic value for the private sector.

Center Thearre Preservation Group ~ Fremont. Californu Degoe i
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It is possible that Fremont will be the one unique market that beats the odds and does not follow the
national trend, however that seemns unlikely. Clearly, the salvadon for single screen cinemas has been
the public and non-profit sectors, where profitability 1s not as strong a motvation as historic
preservation, downtown redevelopment, cultural growth and other community benefits.

1

In 2002, the Center Theatre Preservation Group, Inc. was formed as a community nonprofit
organization dedicated to the potential purchase, restoration and preservation of the Center Theatre. It
1s the goal of this organization to achieve this mission in cooperation with the current ownership of the
Theatre and possibly in partnership with the Fremont Redevelopment Agency and a wide array of
community-based nonprofit arts organizations.

This community project provides the unique opportunity to blend a historic and architectural resource
with an exciting vision of the future. Once fully restored and professionally operated, the Theatre will
serve as a catalyst for cultural growth in the community and the continued revitalization of Centerville.
At the same time, it will enrich the lives of Fremont residents while encouraging celebration of the
wonderful lifestyle the community offers.

Through the implementation of this plan the Theatre will have a significant impact on the community.
To ensure the Theatre provides cultural, entertainment, social and leisure benefits to the residents of
Fremont, the facility will be managed through strategies that address the following mission and operating
goals. It should be noted that this plan 1s wntten as a “road map” to serve the planning and
implementation purposes of this project for approximately five years. Updates to the plan will be
necessary duting this time frame, as the processes of acquisition, fundraising and operations are
implemented. )

Mission

The mission of the Center Theatre Preservation Group, Inc. is to purchase, restore, preserve and
operate the Center Theatre and to ensure its continued use 2s a cultural and architectural resource to
benefit the Fremont community and surrounding region.

To achieve this mission the facility will be operated as The Center for Investment in the Arts and
will be dedicated to:

* Building alliances between artists, arts organizations and those individuals and businesses
that are committed to funding artistic and creative development.

*  Hncouraging cultural growth 1 Fremont and the surrounding Region.

=  Sumulating the economic benefits of the arts and ensuring that the Fremont business
community participates in the significant impact of economic acuvity generated by the arts
sector.

*  Offening an environment for artists and arts organtzations to develop creative ideas,
experiment with new concepts and produce programs that are appealing to a regional
audience.

*  Providing tools which will help facilitate the development of professional nonprofit arts
organizations and foster a more business-like arts sector.

Center Theatre Prescrvanon Group ~ Fremont Cabfornn Poor .

Venue Loch Magomont Groep, Tog



The Center for Investment in the Arts

A 2005 study, funded by the National Endowment for the Arts,
stated that the nonprofit arts industry alone generates 3166
billion nationally mn toral economic activity by arts organizations
and their audiences. !

The development of the Center for Investment in the Aris will provide a catalytic tool enabling the
Fremont community to be ideally positioned to take advantage of this potental, while condnuing to
build on an existing programming, artistic and audience base that is vibrant and dynamic. The Censer
Sor Investment in the Arts will feature two mntegrated facilities that are crucial to its mission.

Center Theatre ~

This 400+ seat Theatre will offer a professional quality venue suttable for the presentation and
production of cultural programming, entertainment, film and other activities. The Theatre will
feature a thrust stage and an intimate atmosphere which will allow the artists to easily connect to
audience members. Professional sound, lighting and film projection equipment will ensure that the
Center Theatre 1s an ideal venue for both professional and community artists and performances.

In some respects, the Theatre could be described as a “black box” facility enhanced with a high
quality audience environment featuring a raked floor and loge seating. The exposed stage (no
proscentum opening) will feature a sprung floor and be supported by a high tech grid and catwalk
system, providing artists the freedom to create flexible environments using lights, curtains and
backdrops that can be dead hung from the grid in various positions. In addition to this creatively
adaptable performance space, state-of-the-art sound, lighting and projection equipment will function
from the grid to support the needs of local, regional and national artists.

‘The Center Theatre will be ideally suited for the production and presentation of a wide array of
programming:

*  Culwrally diverse and ethnic programming

®* Live'Theatre ~ drama, comedy and one-man shows (within the limitations of the facility)
=  (Chamber, orchestra and band music

®  (lassic cinema, art films and film festvals

*  Dance ~ jazz, ethnic, ballet and modem w/ minimal troupe size (within the limitations of the

facility)
*  Master classes for music, drama, film, design, poetry, literature and other art students
*  (horal recitals and concerts
= Jazz and big band music
= Comedy ~ concers and showcases

= Speakers, workshops, conferences, etc.

Uenier Thearre Proservaton Group ~ Fremoar, Californm

Yo ook Ve Grore ) T

i



)
>
)
)
)
)
>
b
)
)
)
)
)
)
)
)

=  Youth and family programming
*  Fundraising actuvittes for local non-profit organizations
= Community events such as talent shows, graduanons, rectals and award ceremonies

=  Business and dvic meetings, workshops and semmunars !

Cultmral Artr Resozrce Center ~

The Culturat Arts Rescurce Center will be located adjacent to the Center Theatre (in the rear and
sides of the Theatre) and will provide a quality atmosphere designed to support local non-profit arts
organizations and individual artists. In addition, the Center will provide opportunities for public arts
education and exposure to the diverse arts community that Fremont and the Region offers. The
prnciple priorities are as follows:

= Provide cooperative office space for arts organizations

* Provide an atmosphere that bulds stronger relationships and encourages collaboration and 2
cooperative culture within the arts community

*  Provide a high tech, professional quality training center for non-profit arts management
*  Provide a volunteer clearing house for individuals interested in supporting local arts groups

® Provide a professional quality board room for use by arts organizations for board meetings and
other planning, fundraising and training needs

*  Provide a mail center for volunteer arts organizations
=  Provide a location for the dissemination of public mformation about the Regional Arts Sector

=  Provide “sale” space for local and regional artists

Provide small exhibit and reheatsal space
The Economic Impact of the Arts

While the development of the Center for Investment in the Arts will act as a catalyst for cultural growth in
the community it will also have a significant impact on economic vitality by attractng visttors, increasing
leisure spending and providing a well-rounded and diverse community to attract a quality workforce for
new businesses opening in the area. At the same time, it will enrich the lives of Fremont residents while
encouraging celebration of the lifestyle the community offers.

Leaders of the Center Theatre Preservaion Group envision the project as a comerstone for the
redevelopment of the Centerville area of Fremont. While the project is designed to meet a wide range of
community goals, a founding prinaple of this group 1s that the Center Theatre is an asset which should
be used as a catalyst for a broad reaching effort to revitalize the Centerville Township. All of the
necessary characteristics are in place within this project for this catalytic impact to germinate and
succeed, including the ability to attract a diverse visitor base that would bring a different group from

night to night.

Cenrer Theanres Preservanon Group ~ fremont, Caliioms [2ss
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The impact of a quality arts and culture “industry” provides much more than just a positive impact
on local residents. Numerous national studies have demonstrated impressive results.

“Cultural activines attract tounsts and §pux the creaton of
ancillary facilities such as restaurants, hc;tels, and the services
needed to support them. Cultural facilittes and events enhance
property values, tax resources, and overall profitability for
communities. In doing so, the arts become a direct contributor
to urban and rural revitalization.”

National Governors Association ~ 2001

Nationally, the arts industry 1s large and growing at an unprecedented pace. Outside of the major
cities, the majority of this growth is within the nonprofit sector, which makes up a $135 billion
industry. It is reasonable to assume that if the local and regtonal markets are effectively developed,
the Fremont community could realize the benefits of this economic stimulus. The needs of the
Fremont community will likely follow similar trends as the rest of the country.

The Center for Investment in the Arts is designed to ensure that growth in this market is not “left to
chance” and that an effective “market wide” system is in place to ensure that the economic benefits
created by the industry are fully realized by the local economy. By achieving this goal, the project will
help ensure that the business sector, local nonprofit arts organizations and individual artists all enjoy
the advantages of this reality.

The economic impact of the arts and culture has long been discussed but has been primarily
supported by anecdotal observation. However, this impact was finally quantified in a landmark 2001
study funded by the National Endowment for the Arts called “The Arts & Economic Prosperity Study.”
In many ways, the results of this important economic development study provided surprises to even the
most avid arts supporters.

Most importantly, the information derived from this study provided encouragement for communities to
make reasonable investments in the arts and culture for reasons surpassing traditional “quality of life”
decisions.

“Nonprofit arts organizations i the United States support
milkons of jobs and generate bilions in government revenue.
We now know this 1s only part of the story. Arts audiences
pump an additional $80 bilion in event-related spending to
local businesses each year.”

United States Conference of Mayors ~ 2002

“Whar's good for the arts 15 good for the economy. The
mayors of cities with strong economies tell us that the arts have
helped their communities thrive.”

Representative Louise M. Slaughter (D-NY)
United States Congressional Arts Caucus

Center Theatre Preservanon Group ~ Premont, Caltforn IMise 3
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“Our mvolvement in funding the arts has shown what an
tmportant role the arts play in the quality of the community.
We also have seen how the arts are central to the economic
growth and vitality of communities around the world.”

Mary Beth Salemo, President
American Express Foundation

Research conducted by the National Travel Industry Assocation also demonstrated the value of the arts
and culture. This study indicated that sixty five percent (65%) of all adult travelers include a cultural
event or activity while on a trip and that as many as thirty two percent (32%) of those extended their trp
to add cultural activities to their experience. Equally impressive, travelers who are culturally oriented
spend thirty eight percent (38%) more money while traveling and are more likely to shop in the town
they are visiting.

The conclusion of the Arts & Economic Prospenity 111 Study (2005) provided a comprehensive overview
of the economic value of the arts to both the national economy as well as local communities.

“America’s nonprofit arts and culture industry generates
$166.2 billion 1 economic activity every year - $63.1 billion
in spending by organizations and an additional $103.1 billion
in event-related spending by audiences. The national impact
of this acuvity is significant, supporting 5.7 million jobs and
generating $29.6 billion in government revenue.” -

The study, which focused on 156 diverse communities in all 50 states, with populations ranging from
4,000 to 3 million, showed that a strong arts sector not only supported economic vitality but also greatly
enhanced the quality of life for residents. Perhaps the best news from the study was that the nonprofit
arts and culture mdustry grew 24% between 2000 and 2005, from $134 to $166.2 billion. This “double
impact” of economic activity and quality of life 1ssues was eloquenty summarized by Paul Allen.

“In my own philanthropy and bustness endeavors, 1 have seen
the critical role that the arts play in stimulating creativity and in
developing vital communities.  As this study indicates, the arts
have a crucial impact on our economy and are an important
catalyst for learning, discovery, and achievement in our
country.”

Paul G. Allen

Philanthropist and Co-Founder, Microsoft

Reducing the Potential Need for Future City Funding

Throughout the United States local government ts typically viewed as a primary source of funding for
the arts. However, as other community needs have expanded and budgetary pressures have made
this more challenging cities are now more likely to fund the development of public arts facilities but
less able to fund on-going operational costs. The development of the Center for Investment in the

Center Theatre Preservanon Group ~ Fremont. Calitorn P
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Arts is a proactive tool for developing alternative funding sources. The project will encourage the
professional development of arts organizations and also help create a pathway for “partnerships”
between the private and nonprofit sectors that is built on demonstrating the business benefits of
such a relattonsiup.

Providing tools which aid in the development of the local nonprofit arts industry is critical to the
overall misston of cultural growth. By establishing a growing arts endowment fund, creating training
resources, expanding leadership and creating opportunities for active volunteerism, this critical step
can ensure that in future years the City of Fremont is not viewed as the “sole provider” of financial
resources to support the arts. The commitment of City and Redevelopment Agency funding to the
development of arts facilities will be more appropriate if the nonprofit arts sector grows and prospets
and demonstrates an ability to partner with private donors and corporations to achieve the
community and economic benefits that are clearly possible from a thriving nonprofit arts market.

The Future Development of a Performing Arts Center

For many years Fremont civic leaders have debated the need for the building of a professional quality
performing arts facility. Many obstacles have dissuzded this effort, some of which have included a
lack of funding, a limited arts leadership base and an arts market that is not developed to the point
where demand for performance space s dictated by andience size.

The development of the Center for Investment in the Arts can be an
important catalyst for creating solutions for all of these obstacles.

Clearly, a unified and growing.nonprofit arts sector will enhance the market and the development of
a deeper base of volunteer leadership will aide in building support for enhanced arts facilities. In
addition, all of these tools will also have a long term impact on the ability to generate financial
support from private and corporate donors as the arts sector develops and demonstrates the positive
impact it can deliver for both the community’s residents and the economy.

Cenier Theatre Preservanon Group = vemont Calitornia
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Project Development

!

T he Center for Investment in the Arts is de-
signed to ensure that growth in the arts market
is not "left to chance" and that an effective
"market wide" system is in place to ensure that
the economic benefits created by the industry
are fully realized by the local economy. By
achieving this goal the project will help ensure
that the business sector, local nonprofit, arts
organizations and individual artists all enjoy
the advantages of this reality.




Fremont Center Theatre
Business Plan

Chapier Tivo — Project Developraacnd

Chapter Project Development -

2 : :'v Work Plan, Archltectural Program and Fundzng

The Center Theatre Preservation Group, Inc. will play the lead role in facilitating the development of
the project. The Board of Directors has identified the most critical area of work as the development
of active partnerships with other organizations in Fremont and the surrounding areas. Work on the
development of the project will take place 1n three (3) phases.

Development Phase 1

1) Form Partnership with Fremont Redevelopment Agency (For Phase I of the Project).

2) Complete an analysis of the work undertaken by the nonprofit organization over the past 24
months.

3) Review of the 501{c}3 tax exempt status and completion of required work to secure
appropriate certification [rom State of California and Internal Revenue Service.

4) Develop Business Plan

5) Develop Conceptual Project Plan

6) Propose partnership opportunities to local nonprofit arts organizations and encourage their
participation in the project. If possible, secure specific partmership agreements with individual

organizations.

7)  Continue discussions with the Theatre owner about the possibility of selling, donating or
leasing the property to the nonprofit organization for community benefit.

8) Continue discussions and communication with the Fremont Redevelopment Agency relating
to the project and potential long-term partnershlp opporturuties. If appropriate, begin
discussing MOU for future phases of the project.

9 Develop the organizational readiness to move the project forward including work associated
with the capital campaign and other phases of the project.

10) Develop volunteer manual and tratning matersals for fundraising campaigns.
11) Develop support materials for solicitauon of campargn sponsors.

12) Plan a community-based fundratsing campaign for the project.

Center Theatre Preservation Group ~ Fremon Cablorm S N
A oo beeh Mamgemont Groap, e

)
)
)
)
)
)
)
)
)
)
)



13) Establish Capital Campaign Goal

14) Finalize Fund Development Strategies (included in Business Plan)

15) Develop Capital Campaign Committee and other requirgd support committees.

16) Develop Capital Campaign materials (primanly orienteé toward operating endowment.)

17) Begin implementation of “silent campargn’”.

Development Phase 1i

1

3
4)
5)
6)
7)
8)

9)
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3)
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Negotiate continuing relationship/partnership with Fremont Redevelopment Agency (Phase II
and beyond) through a detailed MOU.

Finalize “sttent campaign”

Continued dialogue with Theatre owner (possible “optiont” to purchase)
Secure core volunteer base.

Fnalize Capitel Campaipn tme Frame

Find Cepital Campaign chairpersoals;

Develop core volunteer base

T'rain volunteers

Kick off Community Phase of Capital Campaign

10) Manage and implement Capital Campaign for development of Operating Endowment
11) Begin implementation of Grant Program

Development Phase (11

Continuing relationship/partnership with Fremouat Redevelopment Agency through a detailed
MOU.

Continuing management of capital campaign for development of Operating Endowment.

[f possible (botk from a funding and ownership perspectve), purchase Theatre from current

OwWner.

Hire architects and begin development project with all partners involved in design decisions.

Center Theatwe Preservation Group =~ Fromont, Calitornz e €
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Community Partnerships

Building active partnerships will be a core strategy of the Center Theatre Preservaton Group Board as
they move this project forward. This strategy is crtical to the operating success of the project because
the effectiveness of the mission will be directly impacted by the level of participation and cooperation by
local arts organizations. The ultimate goal of the Center for Investment in the Arts is to unite the
nonprofit arts sector and faailitate the development of the industry by providing professional resources
to current and future organizations. Forming active partnerships is the ideal tool for ensuring that this
occurs.

While it 1s anticipated that many arts organizations will benefit from the project (some of which may not
even exist today) the following organizations have already indicated a strong interest in participating:

= Fremont Cultural Arts Council

= Fremont Symphony Assocation

= Center Theatre Preservation Group
= Stage One

= Star Struck

= Fremont Film Forum

= Fremont Art Association

= Centerville Business Association

In additton, it 1s the intention of the Board, and its partners, to reach out to educators to encourage

participation by local schools and also to the prvate sector to welcome partnerships between the
nonprofit sector and local business.

Atschitectural Program — Center for Investment in the Arts

The architectural program must be influenced by the specific mission of the project and not the
viewpoint of traditional performing arts theatre design. While meeting the performance needs of
facility users is important, the architectural program s also intended to address the broader aspects of
the project mission, including the “incubator” nature of the facility and the goal for the venue to
serve as a catalyst for the nonprofit arts sector through the space offered at the Nonprofit Arts
Resource Center. To accomplish the entire mission of the project, the following architectural
program is divided into two parts, including the Center Theatre and the Nonprofit Arts Resource

Center.

Site Analysis and Production Review

ARFA EXISTING CONDITIONS COMMENTS AND OBSERVATIONS
Exterior The Theatre 15 located on an extremely busy The only good option for an effective box
Entrance street with high traffic and street notse. It has | office operation is to locate this function
a small exterior area decorated with terrazzo | within a portion (or all) of one of the
tile and has Iimited space for line queue. storefront spaces. It should be possible to
There are four small window cases for create multi-functional office space that
marketing future presentations. There are allows for ticket sales to both an outside
three small storefronts with sidewalk entrance | and an inside window. If only one space is
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on either side of the Theatre entrance way.
One of these is a small space on house right
and two are larger spaces on house left. The
original, freestanding ticket kiosk 1s still in
place.

used administrative space can be included
in the Resource Center Building, thereby
allowing the additional storefront space to
be used for commercial rental space for
revenue generation to support operating
expenses.

Lobby

The existing lobby space ts small with a very
low ceiling and entrances to the Theatre on
the right and left. The center of the lobby
features a traditional concesstons stand.
House left has a women’s restroom with a
small powder room four (4) stalls and one (1)
sink. House right has a small men’s restroom
with two (2) stalls, three (3) urinals, one (1)
sink and an electrical closet. Netther
restroom s ADA accessible.

The best option for the lobby 1s to
incorporate all of the storefront spaces and
the existing lobby into a more attractive
and more functional space to accommodate
lobby and administrative funcuons. This is
not only more expensive in terms of
renovation costs, but it also results in a loss
of potential revenue from the leasing of the
storefront spaces in the future. This may
be, however, the only practical solution to
accommodate ADA solutions.

House

The seating area is divided into two (2)
sections by a cross asle. There are
approximately 600 seats of various sizes
ranging from18 to 22 inches. The seats are in
decent condition. The upper level has a steep
rake and is built on risers. The lower level
has a smaller rake and is built on a concrete
floor. There are mushroom heat vents under
the seating area. The lobby is not ADA
accessible. Existing ownership is currently
using removable folding chairs for seating in
the lower level.

The building shell is constructed of
reinforced concrete. The house walls are
plaster and have wooden structures that are
not original to the building. The Theatre
featured painted murals; however the building
has been repainted. The ceiling is flat.

In order to accommodate live
performances of any sort i the Theatre, an
area for a sound position in the center of
the house will need to be incorporated into
the seating area. This will result in a loss of
seats (hopefully less than 50); the sound
position can most likely be placed at the
back of the lower level seating area.

To accommodate the “black box™ approach
anticapated in the plan, a structural
evaluation will be required, analyzing the
opuon of bullding a production grid above
a thrust stage, which would hang from the
ceiling (and roof structure).

Stage

The stage area includes an original platform
and a more recently built curved thrust area.
The total of this stage space is 25 fect deep
(measured from the front of the thrust to the
screen at stage center), and 50 feet wide at the
most upstage position. The ceiling 1s
approximately 25 feet with additional space to
the roofline. (Note: data ts from 2002 - new

measurements have not been made.)

There is no back stage or wing space. There
is storage area under the stage in two separate

It will not be possible within the existing
building shell to create wing space or fly
space suffictent to accommodate large
productions such as symphony, opera,
musical theatre or dance. Within the
existing walls of the structure live
productions that are possible are primanly
musical concerts, comedy, lectures, some
live theatre, readings and so forth. The
addition of wing space 15 unrealistic even 1n
the case of an aggressive renovation effort.
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rooms, which are accessed through a cellar
staircase located offstage left. One of these
areas is completely filled with boiler
equipment.

Due to these practical imitations, it 1s
recommended that the Theatre be designed
with a “hybrid black box” approach
utilizing a large thrust stage, supported by a
high quality production system hanging
from a grid system above the stage area.
This will allow for an extremely flexible and
creative programming environment. With
the thrust stage approach, back stage areas
can be created from the back wall of the
existing physical space and the stage could
be designed with enough size to
accommodate production requirements of
events even as large as the Fremont
Symphony (subject to the width of the
building and the loss of seating size due to
construction of stage areas.)

Backstage
and Support

Currently there is no backstage other than the
small room in the basement. There is a
functional projection booth (with new
equipment), which can be renovated and
retrofitted to serve as both a projection booth
and a lighting control location for live
performances.

It is anticipated that back of the house
space can be developed within the envelope
of the existing structure and that additional
space can be mcluded in the Arts Resource
Center to be located immediately behind
the Theatre.

Loading

Limited loading is possible from the north
side of the building.

The live performances best suited to this
Theatre can be accommodated with minor
improvements to the loading situation.

Parking

Thirty-one parking spaces exist on the lot

now.

Partking concerns may be mitigated by a
comprehensive plan developed throughout
the entire Centerville Business District.
This may tnclude leases with adjacent
landowners. The number of spaces required
will depend on the final seating capacity of
the Theatre. In the absence of an approved
parking plan that relies on neighboring
propertes, acquisition and development of
other parcels may be required to resolve the
parking issue. This area will require
additional dialogue with the City Planning
Department.

Arts
Resource
Center

There 1s a seven (7) unit, unattached,

apartment building directly behind the stage.
In addition, a small single unit 1s attached to
the building, stage right, with outside access.

The development of the Nonprofit Arts
Resource Center would require the
demolition of this structure and the
addition of a new structure for expanded
programming of the organization. This
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space, recital hall, board development
center, training rooms, meetings rooms,
etc.

Center Theatre - Architectural Program

The following architectural program has been developed to articulate the space and programming
requirements for the Center Theatre and it is an integral component of the Theatre restoration
project and business plan. The program and subsequent architectural design has been developed to
satisfy a broad range of potential facility uses. In addition, the planning process has given strong
consideration to the limitations and special conditions of the existing building as an historic site.

As stated previously, the organization recognizes that as a “restoration project”, the Center Theatre has
design limitations defined by the characteristics of the existing building. The restoration effort will be
designed to mitigate these limitations, however, 1t is understood that the creative and programming
vision must reflect a realistic view of events and activities most appropriate fot the building. As such, the
facility will provide a quality atmosphere suitable for the production of approprate entertainment and
cultural activities.

Thus architectural program ts intended for use by the project architect in the development of specific
restoration and expansion plans.

Existing Butlding Characteristics
1) Public Spaces

a) Small lobby

b) Limited restrooms

c¢) No event support space

d) Limited queue for access control
e) No existing box office

2) Audience Chamber

a) Intimate feeling

b) High ceiling

¢) Limuted seating capacity (approximately 600)
d) Plaster cetling and walls

3) Stage Area

a) No proscenium

b) Stage depth at 25 feet

¢) Exisung thrust at 25 x 50 feet

d) No fly loft

¢) Limited production support

f)  No possibility of curtain expansion

Cenrer Theatre Presenvanion Group ~ Fremont, California Poue 17
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4) Production Facilies

a} No dressing rooms

b} No stage restrooms

c¢) No shower

d) No artist entrance points :
€) Limited loading capabilities

f) Projecton booth

5) Administration

2) No existing box office (must be at street level)
b} No adminsstration office
¢} Adjacent retail space

6) General Conditions

a) Not ADA accessible

b) Limited power must be replaced

o) Structural questions must be addressed
d) Parking concemns

General Facility Design

The building is not a proscentum theatre; however the restoration project can still be designed for a
wide-range of events. Typical events will include music, dance (limited troupe size) and drama as
well as children’s theatre, chamber music, pageants, recitals, lectures, film projection and community

and business events and meetings.

Specific Facility Programmatic Needs

AREA DESCRIPTION/ COMMENTS

| Exterior -

o Seismic retrofitting.
Rehabilitation

*  Repair/replace roof.

*  Repair and paint exterior walls.
= Repair windows.

* Restore marquee.

= Stte work, including landscape development.

Historic and ) = Conscrve/replace ornamental features.
Crnamental Features . o . .
= Repair and conserve existing historic features.

= Restore onginal histonc artwork, where possible.

Performance Areas = Stage size will be defined by the dimensions of the existing
structure. Thrust stage will be developed to accommodate larger
performances {no proscentum).
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Floor construction to accommodate dance. Floor surface of V4
inch masonite painted black.

Crossover space will be accommodated with a back curtain.

Wing space 1s currently non-existent. Limited space will be
developed (on a flexible bas"{s) through a more elaborate curtain
system hanging from the grid.

Five 20 amp circuits of 100 volt power on stage for work areas
(evenly spaced).

30 amp, three phase, 208 volt plug at center of rear stage wall for
rear view projector.

Appropriate stage drapenes, hanging from grid.

General highting system for stage area.

Orchestra Pt

No orchestra pit will be developed.

Required Support to
Stage Areas

Storage areas.

Dressing rooms with full bathrooms will be develop within the
existing building envelop from the back wall.

Theatrical Lighting
System

Theatrical lighting hanging from production grid and side trees
providing design flexibility.

Two (2) follow spots on platforms.

Provide adequate production for the events held in the venue.
Include flexibility to allow for augmentadon through use of rental
and other temporary equipment.

To cover events such as contemporary music, lectures, small road
shows, small dance companies and theatrical events.

A dedicated 400 amp, three phase, 208 volt power panel (even
phases).

Three dedicated 20 amp circuits in lighting control booth.

Four additional 20 amp circuits for future expansion of lighting
system.

30 amp, three phase, 208 volt plug in lighting control and
projection booth.

Sound System

Provide adequate production for the events held in the venue.
Inchade flexibility to allow for expansion through use of rental
and other temporary equipment.

To cover events such as contemporary music, theatrical events,
lectures and commercial entertainment for audiences of the

facility.
A dedicated 100 amp, three phase, 208 volt power panel (even
phases).

Two dedicated 20 amp circuits in sound control location.

30 amp, three phase, 208 volt plug in sound control locaton.
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Production
Communications

Clear-com communications with locations at house sound control
(2), ighting control booth (4), patch panel locations, dressing
rooms, stage right, stage left, auxiliary control locations, lobby,
orchestra pit and box office.

Stage Rigging

Full rigging and fly space not practical.

System System to allow for dead hanging of trusses (production grid) for
highting, electrical, sound and limited scenic. Rigging locations
will primarily be from the production grid above the stage.
Rigging should allow for hanging of film screen.

Riugging plan should study potential for hanging sound shells.

Seating Approximately 400 - 450 seats

Requirements

Plan should include a review of the size of the existing seats. If
they do not allow for comfortable adult seating, they must be
replaced. Ideal adult seating size should be 20 to 22 inches.

ADA accessible seating must be addressed.

Audience Chamber

Comfortable seating to accommodate approximately 400 - 450
seats, orchestra and loge seating areas.

Seat sizes - comfortably accommodate adult bodies, if seating is
replaced (20 - 22 inches).

Accommodaton of ADA accessible seating.

Some seating will be lost due to the requirement for a central
location of the sound board and possible expansion of the stage.

Reasonable treatments for acoustics including curtains, carpeting
of aisles and upholstery of seats.

Quality heating and air conditioning.
Incandescent lighting with dimming capabilities.

General interior repairs and restoration of surfaces and finishes.

Lobby Space

Must include ADA access, as well as a carefully designed public
space to mitigate the small size of the existing space.

Existing building includes adjacent storefront spaces that could
possibly be used for Theatre public space expansion. This would
include: restroom space requirements, concession space and box
office space.

General interior repairs and restoration of surfaces and finishes.

Public Rest Rooms

New bathrooms required, to be determined by code issues.

Box Office

Minimum 200 square feet.

Computerized ticketing system.

Indoor and outdoor sales counters.

Space for two (2) potnt-of-sale terminals and two employees.

Separate HVAC control.
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*  Must be separately secured.

Concessions *  Minimum of 300 square feet for concesstons and merchandise
sales.

®  Counter space toward the lgbby.

*  Must be separately secured.

Building Systems *  HVAC systems upgraded.
¢ Electrical systems upgraded.
*  Plumbing systems upgraded.

®  Acoustical treatments.

Capital and Operational Funding

It has not been determined at this time what funding sources may be available for the capital required
to purchase and restore the Center Theatre. While it is possible that a portion of the funding for the
project could come from the Fremont Redevelopment Agency, it is certain that the project will also
require a significant and comprehensive community fundrasing effort. It is imperative that any
community fundraising effort move quickly in order to reduce the impact of construction
{restoration) cost increases due to inflation and to build greater momentum for community support.
In addition, current thought is that the capital campaign will be focused on the development of an
endowment fund to ensure that operating revenues are available to support the project in perpetuity.

If the community fundraising campaign could generate a $2.5
to $3 million endowment, the Center would use the earning
from investment of those funds to offset operating expenses.
As the endowment grows, the arts community will continue
to develop and the partnership between the public, private
and nonprofit sectors will greatly benefit both the economic
vitality of the area and the quality of life for residents.

Critical Next Steps

1 Finalize fund development strategies (through consensus with our partners to build
“ownership” of project volunteers and leaders)

a) Work with staff, board members and other key volunteers to develop a capital campaign
plan

b} Coordinate strategics and ume frame
Develop a core volunteer base

a) Estabhsh a formal volunteer program with tracking, recognition and working commuttee
structure

b) Identity potential project leaders and volunteers
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¢) Recruit capital campaign workers
d) Form a Campaign Steering Committee

e) Plan and implement a comprehensive training program for key project volunteers

3) Publish all required campaign materials

a) Preseatation folders

b) “Case for support” brochures

¢) Campaign fact sheets

d) Pledge forms

¢) Letterhead and envelopes

f) Campaign underwriting solicitation piece
4 Implement capital campaign

a) Implementation of “silent campaign”

b) Training of volunteers

<) Coordmation of fundraising teams

d) Implementation of grant program

¢) Implementation of capital drive
Project I eadership
The establishment of the Capital Campaign Committee is a critical step for the organization. It is
essential that this process facilitate the expansion of community ownership for the project and,
perhaps more importantly, bring leadership to the project. Members of this important committee
should be selected with great care and should meet specific criteria required to support the goals of
the commuttee. It 1s suggested that the following criteria be used:

1) People who are well known civic leaders, respected throughout the community.
2) Business leaders who have access to other corporate executives.

3) People who are willing to make donations and ask others to do the same.

4) People who have access to local restdents willing to get involved and donate funds.
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5) People with experience making business and financal decstons, who have a deep
understanding and passion for community issues.

6) People who are good public speakers.

7) People with a history of financially supporting community projects and who have access
to other philanthropic individuals in the area.

8) Team players who have a positive nature and excellent problem solving skills.

9} People with the unusual ability to blend creative and analytical skalls.

Work Plan - Capital Campaign Committee (beginning in 2008)

1) Build community ownership for the project

2)
b)
9

d)

¢)

On-going communication with the project supporters and community leaders
Encourage participation and support by other community-based organizations
Continue discussions with other organizations about possible partnership opportunities

Build excitement in the community through public and individual presentations and press
and media relations

Continuous expansion of the volunteer base

2) Develop and implement the campaign marketing plan

2)
b)
9
d)

e)

Community relations
Promotional materials
Speakers Bureau
Press relations

Government relattons

3) Choose and solicit campaign leaders

3)
b)

)

Develop a list of required leadership positions
Develop a list of prospective leaders

Nurture and solicit campaign leaders

4) Find a Campaign Chair - this 1s a critical step in the development of a successful project. Without
the proper leadership, the campaign will surely faill. Therefore, the committee should view this as
their most important task. It 1s essential that the individual have volunteer time to commit to the
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project, be well respected in the community, have access to business leaders, be good at
delegating work and be a positive, enthusiastic problem solver. In addition to being willing to
work, the Campaign Chair must also be a well-respected community leader.
5) Establish fund development policies and practices
a) Gift recognition
b} Namung opportunities
¢) Policies for gift celebration, corporate matching pledges, etc.
d) Strategies for managing pledge program

e) Leadership requirements

6) Work with the Board of Directors and staff to establish the campaign goals - this will include the
development of a detailed budget for the project. The financial plan will include:

a) Purchase and Restoration costs

b) Pre-opening costs

<)  Equipment and furnishings

dy Campaign costs

e) Administrative and tundraising expenses

f)  Requred operating reserves

2 Cash flow funding requirements (for construction expenses during phases of pledge payments)

h) Reserves for bad debt or unpaid pledges
7) Develop the final "Case For Support”

a)  Why people will give

b) Benefits of the project

¢} Features of the project
8) Develop a volunteer training program.

a) Campaign procedures

b) Working as a fundraising team

¢) How to ask for money
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9)  Kick off and Implement the Capital Campaign
a) Implement the “silent” lead gift campaign for gifts of $25,000 and larger

b) Plan and produce a community campaign kick off event {it is helpful to do this after the
“silent” campaign so that the lead gifts can be announced - and donors recognized - in order
to buld momentum for the campaign.)

c) Implement the capital campaign with three commuttees of volunteers focused on different
gIving categories.

NOTE: In most cases individuals who can give within a
certain gift range will be most effecuve raising funds within
that same range. Therefore the most effectve structure for
the campaign committee is to have one group raising funds
within the range of $25,000 and above, a second group
soliciting gifts within the range of $10,000-$24,999 and a third
group raising funds within the range of $1,000 and $9,999.

Case for Support - Primary Focus Points

1) Historical significance of the Theatre

= Theatre bult in 1945

= Central historical feature of Fremont’s Centerville Township

*  For many years, had a significant impact for local individuals and fammlies

*  Preservation of sigrficant architectural structure in Centerville neighborhood

2) Economic Impact of the Arts on the Fremont community

= Nonprofit arts indusiry generates §166 bilion nadonally in total economic actvity by arts
organizations and their audsences.
® The Center is an arts incubator program designed to simulate growth mn the regional

nonprofit arts sector.
= T'he Center will help build partnerships between the nonprofit and private sectors.

3) Cutltural and educational opportunities
= Focus on the programming goals of the partners” communty missions
= Limited availability of professional performing arts venues in the area
= Incubator approach will encourage cultural growth and programmung diversity

4) Culture builds communuty

= Economic impact of a professtonal nonprofit arts sector
*  Economic impact on Centerville and the entire region
¢ Building leadership for the arts sector

Center Thearre Ureservanon Group =~ Fremont. Calitonia Pae

Vonue ook Muromes G



>
2
4
2
4
»
»
n

= Meeting place for social interaction of residents
*  Facilitate regional cultural growth by presenting professional quality entertainment

5) Professional business approach

*  Supported by business leaders ;
Professional bustness plan

Practical and realistic plan

= City supported - but not totally funded by local government

Building the nonprofit sector in a professional manner Educates the private sector about
the economic impact of the arts

0) Repional opportunity

= Expanded ownership throughout the region

= Available to regional non-profit organizations

= Fundratsing program directed throughout region

= Encourages private sector partnerships with nonprofit arts organizations
= Wil fill 2 need for additional performance space in the region

Project Strengths

= The Theatre will host a wide range of community events and activities

*  The Arts Resource Center will help build a stranger nonprofit arts sector

= Full rangé of performing arts will be featured at the Theatre

= The Center will be an incubator for new creative 1deas

*  Favorable impact on economic and cultural life in Fremont and the Centerville area
= Supportive of overall planning goals of City of Fremont and the Centerville area

*  Meets critical need for performance space in the region

*  Open to all segments of the comrmunity

= Historic integrity and charm of the building will be retained

=  T'he project ensures that the Center Theatre is preserved

* Project is managed by professional statf through a comprehensive business plan

= Project is governed by a well respected, community-based Board of Directors

= Capital Campaign includes aggressive level of financial reserves

The endowment fund ensures that local government is not required to pay operating
costs in the future

The “Vriend Raising” Concept

The concept of community-based fundraising is predicated upon the most crtical element of
successful management - relationships. It is often helpful to envision the goal of the program as
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“raising friends”, rather than “raising funds”. This critical concept recognizes that the majonty of
funds donated 1n the United States are given by individuals...to individuals. Quite simply, people give
to people they know.

The Center for Investment in the Arts project should use the “Friend Raising” concept to facilitate
the use of existing resources to build its long term fundratsing system. This concept should be
designed to build relationships which result in financial stability, increased volunteerism and a sense
of community ownership for the new community building. This can only be accomplished by
offering an assoctation that 1s good for both sides of the “gift relationship”.

Ownership, commitment and financial support are natural by-products of a positive relationship.
When individuals and businesses make decisions about their philanthropic plans, 1t s always more
enjoyable and easier to give to organizations and individuals with whom they have a mutually

supportive relattonship.
Campaign Strategies (community-based fundraising)

Peaple Give to Peaple They Know!

This is the first tule of community based fundraising... Pegple Give to People They Know! The only way
to ensure success in a capital campaign is to nurture positive relationships with prospective donors.
People must feel connected to the project and comfortable with those involved in the effort.

"Thus is especially important when you are just getting started on the campaign. It is always helpful to
have a few people say "yes" dunng the early stage of the campaign. This will help build vour

. m

confidence and help you overcome the "no’s" that you will occasionally hear. The best place to start
is with friends, family, and people who have encouraged you to give to "their important project.”

The first step 1s to develop a list of prospective donors. Remember, some people will choose not to
support the campaign, so the committee must develop a strong list in order to reach the final
fundraising goal. The development of the prospect list should be implemented with the following

SthSI

1) Develop a comprehensive list of potential donors, regardiess of their interest in the project,
past support or expressed willingness to give. The goal is to start with an extremely long list,
which will eventually be filtered down to a smaller target list with specific priorities. When
developing the list, the committee should focus on the following resources:

®  Personal address book (friends, family and neighbors)
*  Business address book

*  List of clients or customers

*  Listof vendors who sell to your business

*  List of donors from other community projects

*  List of regional corporate leaders

*  Chamber of Commerce membership list (or committees you are working on)
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*  Church directory

*  Country Club directory

*  Service Club membershup list

*  PTA membership list (pethaps the parents of your children's friends)
*  Membership lists from other organizatons in which you are involved

= Lists of other nonprofit organizations you have donated to (and individuals who
have solicited gifts from committee members)

@ People who have supported the project and the organization in the past

= Businesses who have sponsored local events, and activities sponsored by local and
regional arts organizations

#  Friends of friends and family

2) Categorizing the Prospective Donors - once the prospect list has been developed (note that
the list should be growing constantly), the committee will categorize each prospect within a
potential giving range.

3) Assigning Key Prospects and Developing Specific Strategies - a specific strategy for

nurturing each prospective donor will be developed. In addition, key prospects will be
assigned to committee members so the nurturing process can begin.

4) Soliciting Leadership Gifts - the most important element of a successful capital campaign is
the solicitation of leadership gifts. These gifts are among the largest of the campaign and
generally can be leveraged into additional donations. This is a critical step and must be
implemented in the first stages of the campaign. It 1s essential that major gifts be solicited
prior to the start of the full scale community campaign. This facilitates the building of early
momentum while also isuring that individuals capable of donating a major gift are not
asked to make smaller donatons prior to explonng lead gift opportunities.

Asking for Money - ""The Art of the Uncomfortable Question”

For the campaign to succeed, committee members must
develop a strong group of volunteers who are passionate
about the project, comfortable with the fundraising process
and have unquestioned credibility 1n the community. To
ensure success, this process must include an aggressive
tramning program.

Asking for money is clearly one of the most uncomfortable situations we face. In fact, asking for just
about anything often makes people nervous. Generally, this uncomfortable feeling comes from a
fear that the answer will be "no". The best way to overcome fear in the fundraising game is to gain a

- good knowledge of the project, be passionate about your support of the project and continue to

persevere.
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Jack Canfield and Mark Hansen, in their best selling book The Aladdin Factor, provide a great
foundation for the project’s fundraising etforts with "The Seven Characteristics of The Masters of
the Lamp" (people who are good at asking])

1) They know what they want.
2) They believe they are worth recetving it.

3) They believe they can get it.

4) They are passionate about 1t.

5) They take action in the face of fear.

6) They learn from their experience.

7) They are persistent.

Asking for Money - The Steps to Success

Experience has shown that projects like the Center for Investment in the Arts typically generate a
strong level of support. In fact, if the campaign is well designed, most of the people contacted will
likely make a contribution at one level or another. The training program will encourage volunteers to

follow the steps outlined below:

Do everything possible to generate early success in your fundraising effort.

This helps each volunteer feel good about the project and makes the process of "asking for
money" less uncomfortable. To generate early success, it is best to initally focus on asking
those people on the prospect list who are most likely to give. Volunteers should not call on
those they do not know as well until they have had a few people say "yes". Success breeds
suceess!

Get the fundraising effort off to a quick start.

Don't procrastinate! The job of fundraising seems even more intimidating when you are
behind schedule and feeling 2 httle guilty about not doing your part. If volunteers get off to
a good start, the campaign will gain momentum early and the job of fundraising will be
caster. It 1s always easter to raise money once the community knows the campaign is going
strong.  Perhaps most unportanty, if volunteers wait untl the end of the campaign to do
their part, they will be more tempted to try to raise funds over the telephone, which 1s
virtually never successful.

Trv to schedule daily or weekly work time for the campaign.
The capital campaign should be designed so that it does not require volunteers to commit to

a work schedule that ts overwhelming. Most volunteers find that the titme commuitment is
easter to build into their busy schedule if they commit a few hours each week to the project.
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For example, it is easier to spend a few hours every Tuesday morning calling prospects and
meeting with donors than to ignore the campaign for two months and then try to get it all
done in one week. Also, this provides the added benefit of getting the campzign off to a
quick start!

Make vours request clear and specific!

It is much easier for prospective donors to say "yes", if volunteers make a clear and specific
request. To accomplish this the commitiee will determine, in advance, an approprate
financial level for the request. This is managed in the planning phases of the campaign, but
should be emphasized during volunteer training. This process requires significant research.
For example, has the prospectuve donor given to other community projects? Have they ever
asked committee members to give to one of their projects? Do they have four children in
college at the same time? Do they have family members who are involved in the arts? Any
piece of information can help determine the approprate request level. However, the
committee must be careful with this process. It is essential that a request is not made for a

gift of $10,000 if the donor may be willing to support the project with a gift of $100,000.
Ask from vour heart!
It 1s very important that volunteers are sincere when asking for money. They should tell the
prospective donor that this 1s an unportant community project. In fact, it 1s one of the few
projects they are committed to working on. Generally, when people know that other
community leaders are supporting the project, they are more likely to give.
Be Confident - Expect a YES!
Volunteers should be encouraged to go into every meeting with the feeling that the
prospective donor will join in their support of the project. Their confidence will make

others feel that the project is going to happen and that their support is important.

Talk About the Case for Support

People will be more lIikely to give to the project if they feel it 1s important to the community
and will have an impact of the bives of their fricnds and family. Presentauons should focus
on the importance of the project and the benefits to the community. Prior to each meeting,
volunteers should re-read the Case for Support and focus on those items that are likely to be
most important to their particular prospect.

Don't Quit with the First "No' - Ask repeatedly!

Every voluntcer will run into a few people who are not mterested in supporting the
campaign {or are unable to.) The training program will encourage them ro never take a "no"
answer personally. When this occurs, they should be polite, thank them for their tme and
move on to the next prospective donor. This helps build community good will and often

results in a future donaton.
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Ask for Referrals

When people support the project, volunteers should ask if they know others who may wish
to join in the effort. Most people will be happy to provide a few names. If one or more of
their referrals seem like excellent prospects, it may bé helpful to ask if they would go with a
team member to meet with the new prospect. Remember ... people give to people they
know! Also, each person who gives to the project will be asked if their name can be used as
a reference when speaking with others.

Primary Funding Components

Project Management Funding — Ideally, the budget required to implement the capital campaign
should be pre-funded. In addition, funds must be rased to offset the cost of admunistrative
personnel associated with the campaign.

Lead Capital Gifts - Successful capital campaigns almost always require “lead gifts.” These are
typically large conttibutions that provide leverage to the fund development effort. This leverage can
be developed through a public challenge, appeal for matching funds or the personal support of the
lead donor(s.) In additon, several sizable lead gifts will effectively reduce the overall size of the
remaining campaign goal and therefore provide motivation for key supporters and volunteers.
Clearly, a decision to provide funding in the initial stages of a campaign is more difficult because the
donor has less assurance that the project will be successful. Fundraising typically becomes easier as
the project moves closer to completion.

Capital Gifts - Gifis ranging from $1,500 to $250,000 will be solicited within a wide range of giving
opportunities. Funds donated in this program will be restricted and can only be used to pay for the
direct costs associated with the purchase and restoration of the building and the establishment of the
operating endowment fund.

Grants - This effort will target local and regional businesses and corporations as well as local,
regional, state and naticnal foundations. It is critical to note that this program cannot begin until the
community-based components of the effort have proven successful  Corporations and foundations
will require 2 demonstration of local support and often do not grant funding untl an organization
has several years of proven success in the local community.

Naming Opportunities - The capital campaign will offer donors a variety of opportunities to
celebrate their financial support through naming opportunities, such as the “Hamilton Family
Lobby”. The following list of naming opportunities 1s provided as examples only.

INAMING OPPORTUNITY DONATION LEVEL
Auditorium $750,000
Lobby $350,000
Arts Center Lobby $100, 000
Community Meeting Room $150,000

Art Gallery $150,000
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Recital Hall $150,000

Rehearsal Hall $100,000
Main Stage $100,000
Leadership Training Room )” $75,000
Arts Office Suite ' $75,000
Theatre Technical Gnd $75,000
Theatre Seats Minimum $1,500 per seat

Cash Flow Funding - A significant portion of the funds raised through the capital campaign will be
in the form of a muld-year pledge. In many cases these pledge payments will be made over a 3-year
period. Once the campaign is complete and the total required funds have been raised (or pledged),
the organization will be required to develop a method for funding the project while the pledges are
being paid.

Capital Campaign Goal
One method of dealing with anticipated operating deficits is to raise both financial reserves and an

operating endowment during the capital campaign.  The following categories are our
recommendations for these reserves and would be included to the capital campaign goal.

Operating Endowment Interest earnings from mvestment of this $2,500,000-
endowment will offset the operating costs of the
Center.

Operating Reserves To support the operating costs of the building $300,000

during business ramp up.

Production Reserves T'o be used to subsidize in-house programming for $125,000
a five-year period

Maintenance Reserve Start up funding for short and long tenm facility $75,000
maintenance and preservation

TOTAL 'INCLUDED IN CAPITAL CAMPAIGN GOAL | $3,000,000
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America s nonprofit arts and culture industry
generates 3166.2 billion in economic activity
every year - $63.1 billion in spending by organi-
zations and an additional $103.1 billion in
event-related spending by audiences. The na-
tional impact of this activity is significant, sup-
porting 5.7 million jobs and generating $29.6
billion in government revenue."

Arts & Economic Prosperity 11l Study
Americans for the Arts, 2005



Fremont Center Theatre
Business Plan

Chapier Three — Organizational Stracrure

Chapt - . .
apter Organizational Structure -

7 3 Center for Investment in the Arts

Upon completion of the restoraton effort, the Center Theatre will continue to operate through the
efforts of a community-based non-profit, 501(c} 3, organization. It will, however, operate under the
functional name of Center for Investment in the Arts and will feature the Center Theatre and the
Cultural Arts Resource Center. The impact of the shift in focus to a fully operational performing arts
facllity will tend to redirect the organization toward a mote “personnel driven” business. The
management of a high number of community events will require professional staffing as well as a strong
volunteer base. To maintain continued success, the role of the Board of Directors will shift toward the
governance of the organization, supetvision of the executive staff and continuing fund development
efforts.

Due to financial imitations, full time staffing wiil be minimal during the early years of business growth.
[t 1s anticipated that the operation will require two (2) to three (3} full time professional staff that will be
augmented with temporary employees working within specific support functions. Once the business
reaches standardization, staffing levels may increase to supportt business growth if deemed appropriate
by the Board of Directors.

Based on the assumptions contained in this bustness plan, the following staffing plan is anticipated:

Board of Directors - This group of volunteer community leaders will provide organizational
directton and financial support. The primary responsibilities will include:

®  Hinng and supervision of the Center Manager

*  Finanoal oversight of the organization

*  Ovwerall puadance of the long term creative and financial direction of the organizaton

*  Active participation in fund development efforts including the annual On Stage
Fremont membership drive, annual campaigns and community-based fundraising
events

= Communty reladons

*  Actve participation in the Arts Leadership Brevelopment Program

*  Development and support of on-going relationships with elected officials, civic
organizations and Fremont & regional corporate leaders

Center Manager - This individual wili provide the overall professional leadership tor the
profect. The primary responsibilities will include:

*  Bustness Development

*  Finanaal management

= Coordination with the Board of Directors

®  Supervision of all part-time personnel assigned to the Theatre and Center

|
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*  Theatre and Center facility scheduling

= (Client relatons

*  On-going relations with the Primary Partners

*  Negouatdon and coordination of client coniracts

*  Sponsorship development

®  Coordination of all fundraising activities and finctions of On Stage Fremont

= Community relations

*  Organizational development and staff supervision

®  Coordinate the development of the concert program including advertising sales

Executive Assistant - This staff position reports to the Center Manager and is responsible for
management of the Theatre box office, nancial controls and client relations. In addition, this
employee will assist the Theatre Manager in the supervision of part-time Center staff. In the
first year of operation, this will be a part-time position. Primary responsibilities include:

s Coordinate ticket sales for all events 1n the Theawe and Center

*  Provide updated ticket sales information to management, Theatre clients, talent agents
and road managers

*  Ensure the accuracy of daily box office accountng

=  Supervise part-time ticket sellers and office staff

*=  Supervise house staff including bouse managers, event coordinators and volunteer
ushers, tcket takets and contracted secunty

*  Perform payroll, accounts receivable, accounts payable and other office accounang
functions

*  Perform clenical functions to support the work of the Theatre Manager

= Collect rents due from clients and Primary Partners

Technical Director - The work typically assigned to this staff position may be provided by
part-titne personnel in the early years of the operation. Primary responsibilities include:

*  Supervision of Theatre and Center technical program

*  Negotiation of technical requirements for performances

*  Evaluanon of Theatre technical equipment and recommendations regarding repair and
replacement requirernents

* Coordination of the purchase and maintenance of all technical equipment and supplies

*  Coordination of production and technical needs for al} facility events

*  (Coordmation of transportation and hospitality needs for entertainers

®  Coordination of lease or rental arrangements for required production equipment

*  Supervision of all technical staff

The operanon will be also supported by part-time employees. The personnel systemn will require a
variety of umque skills to support the diverse functions of the operation. Categories of temporary
emplovees will include the following:

2 (Office Assistant

5 Ticker Sellers

= Program Adverusing Sales Staff
*  House Manager(s)

*  Event Coordinator(s)

£ rnrer
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®  Ushers and Ticket Takers (volunteer house staff)
*  Secumnty personnel (possible private contract)
*  Loaders and Stage Hands

@  Techniaans

= Spot Light Operators

s Stage Manager

*  Back stage hospitality and catering

*  Wardrobe staff

¢ Maintenance staff

*  Custodial staff

= Merchandise and concession staff

Volunteer Program

The Center will operate an active volunteer program as a tool to build community ownership for the
Theatre and to reduce operating expenses. It ts anticipated that volunteers will be involved in the
following duties:

2= Ushers and Ticket Takers

= Merchandise and Concession staff

= (Office assistance

®  Marketing assistance

»  Fund rasing volunteers

=  Docents and tour guides

®*  Members of committees formed by the Board of Directors -
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I n my own philanthropy and business
endeavors, I have seen the critical role that
the arts play in stimulating creativity and in
developing vital communities. As this study
indicates, the arts have a crucial impact on
our economy and are an important catalyst
for learning, discovery, and achievement in
our country."

Paul G. Allen
Philanthropist and Co-Founder, Microsoft
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4 - .Center for Investment in the Arts

Performance Modules - The Concept

A central component of the Theatre business plan is the identification of performance modules. In
essence, these individual concepts represent specific action items that will be implemented to ensure the
operational success of the Theatre and Resource Center. Each performance module is an articulated

strategy for managing the facility and developing the business.

The operation will be managed through the implementation of the following twelve (12) performance
modules:

Performance Module 1 Programming Concept and Space Allocation

Performance Module 2 Center Pritnary Partners

Performance Module 3 Augxiliary Spaces (Rehearsal, Recital, Gallery & Scene Shop)

Performance Module 4 Management & Leadership Training Center

Performance Module 5 Theatre Operating Polices

Performance Module 6 Customer Service and the Public Expetience

Performance Module 7 Marketing and Business Development

Performance Module 8 Cultural Growth Fund

Performance Module 9 Building Maintenance

Performance Module 10 Management Enhancement Team and
Performance Benchmarks

Performance Module 11 Operational Fund Development

Performance Module 12 Finanaial Management & Budget (including Endowment Fund)

Conter Theatre Prescrvanon Group ~ Premont, Califorma
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Performance Module 1
Programming Model and Space Allocation
Cultural Arts Resource Center

The Center for Investment i the Arts will feature a Cultural Arts Resource Center which will serve a
diverse array of needs for local community-based arts organizations. The programming of the Center
will be the primary tool for meeting the needs of both the tenants of the venue and also members of the
community. The programming goals of the building are as follows:

5 Increase and enhance the presence of the atts in the Centerville Township

=  Provide cooperative office space for arts organizations and a professional environment from
which these organizations can grow and prosper

= Provide an atmosphere that builds stronger relationships and a cooperative culture within the
arts community

*  Provide a tratning center for non-profit arts management

*  Provide a location and strategies for the development for volunteer leadership in the nonprofit
arts sector

*  Provide a location for the dissemination of public information
= Provide small exhubit and rehearsal space

s Provide a small recttal hall

= Provide a mail center for volunteer arts organizations

*  Provide “sale” space for local and regional artists

Space Allocation

FLObR USABLE SPACE PROGRAMMING .

Total 10,000 sf *  Building directly behind the existing Theatre structure with
Building (approximatc) interconnection, tf possible between the two structures

First Floor 5,000 sf »  Small lobby and restrooms
(approximate) . . )
*  Mulu-purpose space dedicated to small recital performances and
rehearsal space

*  Public information center

Scene shop
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Production Storage for Primary Partners
Production Storage Space for Theatre
Storage space for Grand Piano

Small art exhibit spaces designed into the recital hall

Second Floor | 5,000 sf

{(approximate)

Primary Partners office space
Cooperative office space
Box Office

Mail center for use by member orgamzations (also includes copy
machines, computers, etc)

Board Room
Nonprofit Management Training Center

Storage for Theatre, Resource Center and Prmary Partners
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Performance Module 2

Primary Partners
Center for Investment in the Arts

The Center for Investment in the Arts will be developed around relationships with a series of Primary
Partners. These partners will be involved in all phases of project development including building design,
capital fund development and long term management decisions. [n addition, the Primary Partners will
have programming and usage benefits in both the Center Theatre and the Cultural Arts Resource Center.

As a crtical business strategy the Center Theatre Preservation Group will establish long term
relationships with three (3) to six (6) Prmaty Partners. Perhaps the most important aspect of this
concept is that in addition to serving as long term clients of the Theatre, these organizations will actually
be “partners” in the operation and the commitments anticipated in each relationship will result in
benefits to each Pramary Partner as well as the Theatre operation.

It is anacipated that the organization will establish a primary partner relationship with no more than six
(6) outside organizations. The final number will pamarily depend on the scheduling needs of each
organization and the availability of quality dates in the Theatre facility. In addition, the organization will
evaluate the programming strategies of each Primary Partner to ensure that the overall image of the
Theatre 1s protected and the market will support the total programming plan for the Theatre. However,
since the overall goal of the project is the development of the arts sector, every effort will be made to be
as clustve as possible when selecting Pramary Partners.

Benefits Provided to Primary Partners

1)  Ability to impact restoratton planning by participation i Architectural Review Committee for
both the Center Theatre and the Cultural Arts Resource Center.

2)  Rights to advanced scheduling of quality performance dates in both facilities.

3) Negotiated rental rates with significant rate reductions depending on the size of the operating
endowment (funding generated through the capital campaign.)

4) Avaﬂabﬂjfy ot office and storage space in the Cultural Arts Resource Center.
5)  Access to funding from the Cultural Growth Fund for new projects (if funds are available).
6} Indusion of event information in Center marketing materials.

Commitment Made by Primary Parters

1)  Commitment for rental of multiple dates annually through a multi-year contractual relationship.

Center Theatre Preservanon Group - fremont, Caltiorm Dane 33
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2} Commitment of a lease of office and other space in the Cultural Arts Resource Center (at rates
stgnificantly below market rates.)

3) Commitment to participation in the capital campaign, which may include a capital pledge as well
as participation in fundraising activities and inclusion of the relationship in all campaign

promotional materials. !

Cenrer Thearre Preservanon Group ~ Fremont, Caltforna

N boch Mmoot G, e




B A A2 X° J= J5 J= g Q¥ 2% 27 o o

Fremont Center Theatre
Business Plan

Chapter Four — Operations Phin

Performance Module 3

Auxiliary Spaces
Center for Investment in the Arts

The Center for Investment in the Arts will be feature several auxiliary spaces to support the
programming needs of the Pamary Partners and outside renters of the venue. These spaces will include:

«  Rehearsal Space

*  Recital Hall (adjoining the Rehearsal Space to make one larger facility)
*  Gallery or other Art Exhubit Space

=  Scene Shop

¢  Primary Partner Production Storage

*  Primary Partner Storage

*  Center Theatre Production Storage

Rehearsal Space — this space will provide an exact replica of the Theatre stage allowing producing
companies the ability to rehearse in an environment that provides the look and feel of the actual
performance space of the Center Theatre. In addition to being the best environment for the artistic
development of the performing arts groups, this concept is also ensures maximum revenue from the
Theatre by retaining open dates for performances which can attract paying patrons.

Recital Hall — the Recital Hall will be adjacent to the rehearsal space allowing for a second
performance space in a more intimate environment. This will enhance the creative potential of the
venue, make the facility more approptiate for a greater number of artists (smaller performances) and
increase the revenue potential of the operation.

Gallery or Other Exhibit Space — the development of this visual arts component will be dependent
on the active participation of potengal partners from the visual arts nonprofit sector. It is hoped that
the Center for Investment in the Arts can integrate a wider range of arts disciplines to include
performing, visual, film, literature arts and ethnic programming. By creating spaces to accommodate
these different arts disciplines, this goal will be enhanced.

Scene Shop — it ts hoped that space in the Cultural Arts Resource Center will allow for the
development of a small scene shop to support the needs of the Primary Partners. This will greatly
decrease their annual operating budgets while also making the production of live theatre less
complicated by eliminating the need to create sets and props offsite.

Primary Partner Production Storage — space mn the Cultural Arts Resource Center will be
dedicated to each Primary Partner for imited storage of production supplies, equipment, sets,
instruments, costumes, etc.

Cenrer Theatre Preservation Groep ~ iremont, Californ Do
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Primary Partner Storage — small storage areas will be developed to allow each Primary Partner to
store historical information and records in a suitable office environment and to have adequate access
to the information on an as-needed basis. This will eliminate the practice of important organization
records being passed from volunteer to volunteer on an annual basis and the unfortunate risk that
records might be lost in this process.

Center Theatre Production Storage — space will be developed in the first floor of the Cultural Arts

Center for storage of production equipment for the Center Theatre. This will be required because
there 1s a lack of space available within the existing building envelop for this need.

Center Theatre Preservanon Group = Fremont. Calitornia
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Performance Module 4

Management and Leadership Training Center
Center for Investment in the Arts

Bullding an extensive nonprofit arts and cultural market within the Fremont community will not
happen by chance. In addiwon to the individual strategies outlined in this plan, cultural development
wall reqmre individuals and organizations willing to provide both “hands-on” work and effective
community leadership.

The establishment of the Center for Investment in the Arts is a critical step in this process.
However, it is unrealistic to project that a single board of directors, meeting once a month, can
provide enough leadership or volunteer work to fully develop the arts sector. To facilitate the
cultural development of the Fremont community, it is essential that additional leadership be

developed and encouraged.

Ensuring the creaton of additional leadership and a base of
active volunteers will support the development of a cultural
base for the Fremont community. o addion, by
encouraging the creation of a nonprofit arts industry, the
Board can cnsure that the City is not viewed as the “sole
provider” of financial resources to support the arts.

Management and Leadership Training Center

On the second floor of the Cultural Arts Resource Center will be a training facility dedicated to the
development of Ieadership in the arts sector. The high status of this objective within this plan is a
testament to the overwhelming number of comments by Fremont nonprofit organizations about the
challenge they have had in attracting new and enthusiastic volunteers and board members. [t is not
an exaggeration {0 suggest that this is a sertous problem for the arts local community.

One of the primary goals of the Center for lovestment in the Arts project ts to help the local arts
sector become more professional. The long term success of the industry will greaty depend on its
ability to attract, traw and retain volunteer leadership from the private sector, specifically those
mndividuals who bring business acumen to the nonprofit board room and those who brng a

willinpness to rasing funds to support the arcs.
gn 2 PP

The Traming Center will feature state of art projection, computer and other audio visual equipment.
It will allow each organization to hold their board meetings, tratnings and other committee functions
in a professional environment that is atiractive and comfortable for business leaders.

The Training Center will also provide promotional efforts to help motivate individuals and
businesses to participate in supporting the arts sector by providing valuable leadership and business

skills.
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Communication with Other Community Leaders

The creavon of leadership for the arts is closely connected with the need to actively encourage
opportunities for the Board to communicate with other leaders in the Fremont community. This
advocacy effort begins with the simple task of ensuring on-going communicaton with the City
Council, City staff and other boards and commissions comptising the local government organization.

The Center Theatre Preservation Group has undertaken a leadership role in ensuring this active
communication and should use these opportunities to work as advocates for the arts. The group has
also begun to reach out to other arts organizations in an attempt to unify the arts community,
building on the efforts already started by the Fremont Cultural Arts Council several years ago. Itis
hoped that the FCAC will become a Primary Partner in this project and continue working to build
unity within the arts community. The Center Theatre Board has also reached out to other arts
orgamzations including the Fremont Symphony, Starstruck, Stage One and others.

This effort will be expanded to include annual meetings or social activities with other local and
regional arts organizations. The focus of this effort is to increase communication, share ideas and
gain a better understanding of the community’s vision for cultural growth, public facilities, public art
and current and future programming,

Building Future Leadership

Building a base of leaders and volunteers to support the arts is an essental tool for cultural
development. It is not likely that all future funding and leadership can come directly from City
government, yet it is appropriate for the City to provide initial leadership to move this effort forward.
It is clear that throughout the United States, particularly in small and mid-sized markets, the primary
leadership for the arts comes from the nonprofit and public sectors.

By providing early leadership to this effort, the City can act as
a catalyst to ensure the future development of a nonprofit
arts sector.

Work to develop leadership can be provided by the Center for the Development of the Arts through
the following strategies.

% Plan and itmplement an armual sympostum called “Building the

Arts in Fremont™.

% Continue efforts to reach out to the community for feedback as
well as to encourage individuals to take an active role in cultural
development efforts.

™ Use 1ts nonprofit, 501(c)3, organization to promote the arts in
Fremont and the surrounding area and encourage the development
of arts leadership.
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%] Develop a “cultural growth program” with the goal of supporting
groups and individuals interesting in forming new nonprofit arts
organizations. This program might provide both inigal seed funds
for the development of new organizations as well as mentoring,
training and organizational dcvelopmem advice and consultation.
This effort would decrease the need for the City to be the “prime
provider” of future funding in the area of cultural development.

7| Work with schools to form a youth arts advisory council to
encourage both participation 1n  the arts and leadership
development in our youth.

7 Form a speaker’s bureau to inform business leaders of the
importance of the arts to our economy and quality of life and the
cntical need for volunteer leadership to support arts organizations.

| Develop a leadership training program for the entire nonprofit arts
sector and support each organization by providing a professional
environment for boards to meet, train and develop.

The Ideal Arts Leader

It 1s essential that the implementation of this strategic plan facilitate the expansion of community
ownership for the project. Perhaps more importantly, it 1s critical that the implementation of the
business plan bring leadership to the arts community. To be most effective, it is suggested that
leaders meet some or all of the following criteria:

1)

People who are well known civic leaders, respected throughout the community (leaders
from Rotary, Churches, City Council, Chamber of Commetce, other nonprofits, etc.)

2) Creative individuals who are well known within the artistic community and have access to
artists and arts organizations.

3) Business leaders who have access to other corporate executives.

4) Artists who can effectively articulate their creative vision.

5} People who are willing to donate funds and ask others to do the same.

6) Individuals with experience making business and financial decsions, who have a deep
understanding and passion for cultural 1ssues.

7) Indwviduals who are good public speakers.

8) People with a history of financially supporting arts projects and who have access to other
philanthropic indivniduals in the area.

9) Individuals who are team players, have a positive nature and have excellent problem
solving skills.
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Performance Module 5

Theatre Operating Policies
Center for Investment in the Arts

The Center Theatre will support the production space needs of the Primary Partners and will also serve
as a performing arts venue for both the Fremont community and the entre region. As such, a
substantial portion of the Theatre's calendar will be comprsed of events produced by regional
organizations, businesses and individuals. In most cases, the Theatre will be rented "four walls™ to these
clients for a fee plus any additional charges for services provided by the faality.

Examples of facility rentals include dance school recitals, locally sponsored lecture presentations, award
ceremonies, orchestra and band performances, local dance company performances, school theatrical and
musical productions, and fundraising events for non-profit organizations.

In addition, the facility will be rented to promoters presenting cvents outside the promotion market
segment of the Pramary Partners. Examples include privately promoted guest speakers, touring theatrical
events, headliner shows in alternatve markets, beauty pageants, body building competitions, etc. As the
programming of the Ptimary Partners develops, the criteria for acceptable prvately promoted headliner
events will likely be redefined

To ensure a strong foundation of rental clients, the following marketing strategies will be implemented
by the board of directors and management team: '

1) The organizatton will work to develop a long-term relationship with clients (tental chieats as
well as Pomary Partners) that commit to mulu-date contracts.

2) Marketing efforts will be targeted to orgamzations currently producing events at other
locations, with an emphasis on expanding their programming plans to include new events at
the Center Theatre and auxiliary facilities.

3} The Theatre will be marketed as an 1deal venue for mula-cultural events {events which will
serve the ethnic diversity of the Fremont area).

4) The Theatre will be marketed as an ideal venue for mulu-discipline arts events (ideal for all
types of performung arts, film, lectures, comedy, literature, dance, recitals, etc.)

5) Direct marketing efforts will be made to local and regional dance studios, music instructors,
and non-profit performance organizations.

0) Presentations will be made to local service clubs who annually present events and produce
fundraising actvites.
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7)  The Theatre will be marketed as a Jocation for holiday parties and other social events that
are not specifically onented toward performing arts.

8) Presentations will be made to local advertistng agenaes that represent clients likely to
present events in Theatres.
i

9 Sales efforts will be directed on a regronal basis.

10) The On Stage Fremont program will be used as a tool to develop a Cultural Growth Fund.

Potential Users

The following list includes potential Theatre clients for the community rental market:

= Premont S hony (possible Primary Partner)
ympaony ary

= Fremont Cultural Arts Commission (possible Primary Partaer)

®  Star Struck (possible Pamary Partner)

*  Stage One {possible Primary Partner)

= Fremont Film Forum (possible Prmary Partner)
»  Dance Studios: Yoko, Mission, Jerry’s, Titera
s  Bronco Bily Film Festival

*  School Districts N

*  Indian, Chinese, Afghan and other Cultural Community Groups
»  City of Fremont

= Calaveras Repertory Theatre

*  Ohlone College

= Fremont Youth Symphony

®  Centerville Business Association

*  Wedding planners and caterers

= Washington Hospital Foundation

*  Music Teacher's Associauon

= Chusches

*  Corporate cvents

= Service organizations

*  Fremont Arts Association

*  Olive Hyde Art Gallery

*  AT&T Media Services

*  NUMMI {ocking for a NUMMI Community Center)
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= LLAM Research

¢ Pacfic Bell

s Fremont Bank

= Realtors Association

= Central Commuittees and politicians
a  Medical/Dental Associations

= Chambers of Commerce

= Government Agencies
Rental Policies

Rental Rates - The Theatre will be rented to individuals, businesses and organizations based on a rate
schedule approved by the Board of Directors. The conceptual rental rate structure of the Theatre is
included at the end of this section.

Project Enhancement Surcharge - A surcharge of §1.00 per patron will apply to all tickets sold in
order to generate funds for building preservation, maintenance and the cultural growth fund. This
fee will be added to the price of all tickets sold for every paid event held at the Center Theatre or
Recital Hall. In addition to ensuring the long-term preservation of the venue, this funding source
will serve as a catalyst for regional cultural growth by supporting local cultural orgamizations and
other clients of the business.

Negotiation of Fees and Services - At the discretion of the Theatre Manager, rental fees may be
negotiated if deemed to be in the best financial or creative interests of the Theatre. The Theatre
Manager will have authority to waive percentage rental fees or to establish approptate “caps™ on total
rental fees.

Deposits and Cancellations - A deposit fee of $250.00 will be required to hold 2 date on the Theatre
calendar. This fee will be refunded if cancellation occurs 120 days in advance of the scheduled date.
Cancellation must be made with written notification. The balance of the base rental fee will be required
no later than forty-five days in advance of the event date. Cancellation of the date after this point will
result in forfeiture of the entre base rental deposit.

Discretionary Booking - At the discretion of the Theatre Manager, requests for rental of the Theatre
may be denied if the proposed event presents a potential conflict to the market target of a previously
scheduled event. Crtenia include market saturation of a particular event type, long-term relationship of
exssting Theatre client and the financial impact on the Theatre. As an example, if the Theatre has a long-
term relationship with a client who annually presents a successful youth talent show, additional interest
for similar events could be generated. With this example, it may not be in the best interests of the
Theatre to rent to additional promoters producing youth talent shows, creating an over saturation of the
market and potentially damaging the income source dentved from the successful show.

Box Office Management - the Center Theatre will reserve the right to manage all box office operadons
including ticket printing and the collection of admission fees. Clients of the Theatre will pay for box
office fees as well as ticket printing as per the rental rate schedule listed below. At the discretion of the
Theatre Manager, this policy can be waived if it 1s determined that an approprate box office operation
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can be managed by the client and the financial interest of the Theatre and the local community can be
protected. Prmary Partners will not be required to use the Theatre box office.

Labor - To ensure the protection of all in-house equipment and the professional presentation of events,
the Theatre will require all clients to uthze the house, mamtenance and technical staff of the Theatre for
their events, at rates outlined below. The Theatre Manager shall have the right to waive this requirement
if the Theatre client can provide trained employees and/or volunteers to provide some element of the
technical services required for a successful event. In all cases, a Theatre employee shall provide technical
supervision and the individuals providing technical services must have formal training, including work
safety. If Theatre clients are allowed to provide their own technical personnel, the client must provide
proof of workers compensation mnsurance for all individuals working at the Theatre. At all dmes, the
safety of the public and the individual workers, as well as the protection of Theatre equipment will be the
highest priority. The Theatre Manager shall at all times maintain the gght to require additional Theatre
technical personnel to provide professional work and/or supervision at the client’s expense.

Rehearsal Time - Clients using the Theatre for the production of events can schedule additional time
for rehearsal. The fee for this time shall be charged as per the rate policies at the end of this section. In
all cases, priority will be given to performance ontented usage dates and rehearsal ame shall be scheduled
only when 1t does not interfere with other events. Clients can reserve the facility for rehearsal time at the
same time that their event is scheduled, however the date will be considered tentative untl thirty days
prior to the event date.

Production Equipment - Clients of the Theatre will be required to use the in-house production
equipment. Additional equipment to augment the in-house system can be provided by a third party
contractor. This policy will ensure the quality of sound and light production 1s at the highest level
possible. Production equipment rental rates are cnumerated below, however they can be negotiated
based on the production requirements of the event.

Support of Non-Profit Organizations - In order to keep rental fees at a low level, no discounts will be
offered to non-profit organizations (other than the negotiating latitude indicated above) Financial
support for local non-profit organizations will be offered through the Cultural Growth Fund. The level
of this funding shall be set annually by the Board of Directors based on funds avalable from grants,
sponsorships and Theatre operating reserves.

CONCEPTUAL RENTAL RATE STRUCTURE

A review of rental rates for other venues in the region, as well as industry standards conceming rental
rates and polices for community Theatres, were used to determine the recommended rental rates for the
Center Theatre. The Center Theatre will be rented to individuals, businesses and organizations based on
the following rate schedule:

CATEGORY RATE

Base Rent (full day) $875.00 (8 hour period) plus reimbursement for
required technical personnel

Base Rent (partial day) $500.00 (4 hour period) plus retmbursement for
required technical personnel

Additional Time (same day)

$75.00 per hour plus reimbursement for required
technical personnel

Center Thearre Preservanon Group ~ Premont, Calitoria D
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Rehearsal and Technical Time $300.00 per 8-hour day plus reimbursement for
required technical personnel

Percentage Rent 15% of gross ticket sales, if greater than the base
rent

Box Office Fees $400.00

Ticket Printing $.30 per dcket

Technical Staff Actual hourly pay rates plus 40%

Maintenance Staff Actual hourly pay rates plus 40%

House/Event Staff Actual hourly pay rates plus 40%

Sound/Light Production N/C

Spot Lights $100 per lighe

NOTE: Rental Rates for Primary Partners will be reduced based on
the availability of funding generated through the endowment fund.
Additionally, some rental fee offset will be available through the
Cultural Growth Incubator Program, depending on the annual
income generated by the Endowment Fund.
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Fremont Center Theatre
Business Plan

Chuapter Vour — Operations P

Performance Module 6

Customer Service and the Public Experience
Center for Investment in the Arts

The public relations equation for the Center Theatre not only involves the rental clients, but also the
general public and patrons who will attend the functions planned at the Theatre and Cultural Arts
Resource Center. Events and activities held at the Center will always be presented with the
understanding that the public’s experience does not just include the time spent during the actual event.
The experence actually begins when the decision is made to attend a program at the Center. In addition
to the actual event, the experience includes the process of learning about the Center, driving to the
building, parking, being greeted by the staff and the overall feeling created by the atmosphere of the
Theatre or Center.

The management philosophy will recognize that individual patrons often have unique customer service
needs. In addttion to recognizing and making every effort to meet these needs, management will train
Theatre personnel and volunteers to anticipate patron needs and to create a friendly environment that
demonstrates a commitment to the patron. Prority will always be placed on presenting a facility that is
clean, safe, comfortable and convenient.

The management team will make every effort to educate the staff and volunteers of the information
relating to the services and events available at the Theatre and Center as well as the attractions in
Fremont, Centerville and surrounding region. This will ensure that residents and guests visiting the
Center can be greeted in an informed way by all those involved in the operation of the fadlity. In
addition, this helps the Center meet its goal of developing and broadening the overall regional arts
market.

In addition, the quality of events held at the Theatre will often only be as good as the production quality
of the activity. Were tickets easily purchased? DDid the event begin on time? If there are speakers or
performers can they all be seen and heard? 1f there is signage or other forms of displays, are they
adequate and professional in appearance? Is the sound system of good quality and approprdate volume?
Is the event staff well informed and able to answer people’s questions? Were the restrooms clean and
well-stocked? Event production quality 1s crtical and will be a high prionty at the Center Theatre.
Production decsions for the majority of events at the Center Theatre will be made in a cooperative
framework with the Theatre client and the staff and volunteers of the facility.

The house staft (patrd and volunteer) will serve as event coordinators, ticket takers, security, ushers and
greeters.  ‘This staff will be tramned with public relations being the highest prionty. At all umes, the
comfort of the patron will be of the highest concern. The Center Manager will faclitate a public
relations or customer service training for all statf and volunteers each year to ensure the highest level of
service continues to be provided. The Prumary Partners should also participate 1n this training to ensure
that the volunteers supporting their events are well trained.
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Strategic Work Plan

To ensure a strong foundation of rental clients, the following marketing strategies and work plan will be
implemented by the management team:

v

Management will plan and implement an annual public relations training program to be
given to all paid staff and volunteers. This will be offered to the volunteers of the Poamary
Partners as well.

Staff will produce a monthly calendar informing all staff and volunteers of the schedule of
events at the Center and in the region as well as critical event information.

Management will discuss and evaluate the overall public reladons image of the Center
Theatre and Cultural Arts Resource Center and make recommendations for improvement.

The Theatre Manager will solicit input from community leaders relating to the image of the
Theatre and Center and 1ts role in the community.

Management staff will make weekly walks through the Theatre and Center to observe
cleanliness, signage and other issues that may be viewed by the general public.

Cleanliness of public rest rooms and other public areas will always be viewed as a high
priority with Theatre management.
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Fremont Center Theatre
Business Plan

Chapter Fonr— Operations Plan

Performance Module 7

Marketing and Business Development
Center for Investment in the Arts

Critical to the success of the Center for Investment in the Arts (Center Theatre and Fremont Cultural
Arts Resource Center) will be its ability to build exctement and community interest. Research
conducted during the development of this business plan provided strong indication of the importance of
this goal. Building additional excitement around the Center and expanding community interest will be a
central goal of the marketing effort.

The business development plan is based on the following strategies:
1) Cultural Arts Center Marketing

a) Grand Opening event

b) Annual membership dave (through the fund development plan)

¢) Market all of the services provided by Primary Partners along with the Center

d) Cultural Arts Resource Center Brochure - general information as well as rental program

2) Marketing Resource and Training Program

a) Provide “roll-up-your-sleeves” marketing resources for all clients of the Center
b) Updated media lists

¢) Local marketing and event related resources

d) Annual training and/or orientation program for all Center clients

3) Communications and Public Information

a)  Maintain an Arts Information Kiosk on the street level providing “touch screen”
information about local arts opportunities

b) Quartetly newsletter from Resource Center

¢) Maintain a web site with updated information

d) Monthly press releases (as well as “as needed”)

e) Standardized press packets

f) Published Cultural Arts Center calendar

g) Develop a quality mailing list of Cultural Arts Center patrons

h) Updated telephone line recordings

4) Graphic Identty

a) New logo
b) Speatfic design criteria developed by a professional graphic artist

Center Thearre Preservanon Group ~ Fremoat, California L
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5) Programming

a) Build on programming and services provided by Primary Partniers
b} Buid on programming produced by rental chents

Enhancing Limited Marketing Resources

The marketing effort has inherent lumitations based on the restricted budgetary resources which can be
dedicated to this area of the operation. Since the majority of programming will be produced by the
Prmary Partners and Theatre clients, the primary marketing responsibilities lay with these individuals
and organizations. In addition, the Center operating budget includes an annual budget allocation of
$20,000 for marketing.

A A R A R R RS R

To ensure the greatest benefit from these limited resources, the Center will sponsor an annual matketing
sympostum for Center clients. This workshop will provide training and marketing resources as well as a
forum for Center users to communicate about the integration of marketing, and ideas for working
together to promote the many events held at the venue.

Efforts will be made to build prvate sector partnerships for marketing of nonprofit arts events, activities

and nussions. These nonprofit/private partnerships can center on marketing efforts but may also be
directed in other areas.

Marsketing the Center to Rental Clients

A similar approach will be used for building a strong foundation for the rental market segment.
Emphasis will be placed on maintaining a positive relationship with existing Center clients. One
important goal in this program is creating long term client relationships which will result in repeat
business. This philosophy recognizes the economic advantage of maintaining a loyal client base rather
than pursuing new clients on a continual basis.

Center clients will be oftered (free and low-cost) promotional vehicles to support their events. Many of
these resources will focus on direct mail and web-based opportunities.  As this program grows, it is
anticipated that a cooperative advertising program can be added, if Center clients find advantage in
financially supporiing a consistent, on-going, advertising positon.

Market Development and Qrganization

It is clear that the development of the cultural arts market can not be funded by any one organization. A
comprehensive arts market will require a dedicated eftort from many public, nonprofit and private sector
groups. Individual leadership will typically develop within the context of local and regional organizauons

that dedicate time, human resources and financial support.

Since no one organizaton has the human or Ananctal resources required to provide the sole leadership to
stmulate cultural growth for the entire community, 1t is important that partnerships be encouraged. In
addition to expanding the reach of limited financial resources, the establishment of partnerships will also
create opportunities for greater outreach to the community while helping to “expand ownership” of the
overall goals of this plan.
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Currently the “arts market” within the Fremont community 1s under-developed and unorganized. While
there are individuals expressing interest and passion for the arts, there is a noticeable lack of public and
nonprofit sector organizations actively supporting cultural development.  Recognizing that this
development 1s not going to happen by chance, the Center far Investment in the Arts will assume a
leadership role by focusing on the development of basic resources. The Pramary Partners will take the
principle leadership role in this effort and will actively encourage other organizations to join in the effort.

To support the goal of future cultural growth 1t is essential that a variety of resources be developed and
maintained. These include:

" Develop and maintain a comprehensive maiing list of individuals
who support the arts within the local and regional market.

| Develop and maintain a comprehensive mailing list of artists (all
arts disciplines) within the local and regional markets.

1 Develop and maintain a comprehensive hst of agencies and
organizations that are directly or indirectly involved in arts
programming within the market.

™ Develop and maintain a2 comprehensive media mailing list for use
in promoting the arts.

" Develop and maintain a comprehensive list of businesses and
corporations who have expressed an interest in supporting the arts
in the area.

1 Develop a resource guide for local arts organizations and non-

members that provides support for organizational development
and community outreach.

™ Develop and maintain a list of individuals willing to volunteer for
arts projects and arts organizations.

Additional Resources Required for Cultural Development

*  Build strong relationships between local organizations

= A base of volunteers

= Tools to communicate with artists

= Tools to advocate the arts through the Chamber of Commerce, PTA’s, School Boards, etc.
*  Avenues for fundraising

*  Leadership training
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= Connection to small and large businesses

= The development of successful performing arts organizations
Avenues for public nput

*  Active partnerships with other public agencies

= Awards programs for artists, arts leaders and patrons
= Tools for developing new creative ideas

= Trained and credentialed art and music teachers in the schools

= Public arts education programs

= Arts programs for children to develop future patrons and leaders

= Relationships with civic clubs, organizations and the development community

Advocacy

Effective advocacy for the arts will require an otganized marketing and promotion effort. While this
effort will likely begin with specific strategies for promoting each individual performing or visual arts
project, over the coming years this effort should be expanded.

Building additional excitement and expanding community interest could be extended to become a central
goal of the marketing effort. Advocacy for the arts in general should become not only part of the
message, but part of the mission for each individual arts organization.

Rather than focusing on how to divide the existing market share, this advocacy effort will help make the
market bigger. Developing a stronger audience base, larger donor resources, more sponsorship
opportunities and more awareness among private businesses will enhance the nonprofit arts sector in
general. Greater financial opportunities for arts organization will not only enhance arts organizations
business strengths but will also provide a platform on which they can develop greater creative viston and
accomplishment. In tumn, this will benefit the community in many ways.

In the long run, the development of a stronger nonprofit arts
sector will lead to greater demand for high quality performances
and professional faciliies. Justification for public and prvate
funding for future arts venues will be more readily developed
and the constituencies required to buld greater public support
will be a natural byproduct of a healthier nonprofit arts sector.
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Fremont Center Theatre
Business Plan

Chapter Fowr— Oterations Prs

Performance Module 8

Cultural Growth Fund (Incubator Program)
Center for Investment in the Arts

The Cultural Growth Fund is designed as a business development tool and incubator program for the
Center Theatre and Cultural Arts Resource Center and will be funded and managed by the Board of
Directors. While the principle goal of this program is to facilitate growth in local cultural opportunities,
this fund wall also provide financial support for local arts organizations and individual artists using the
Theawre to promote cultural events.

While funding for new business opportunities and programming for the Center Theatre and finandal
support for local organizations is important, this program also provides a critical financial resource for
the Theatre business. It ensures that financial support for non-profit use of the Theatre does not
jeopardize the long-term financial strength of the business. Essentally, the Cultural Growth Fund
provides a “win-win” solution for continued work with community non-profit organizations. It also
provides a marketing tool for encouraging private sector businesses to bring events to Fremont.

Durng the initial year of operation funding for this program will be limited, however as the new
organization expands and the endowment fund grows it will become a higher prodty. In addition, if
grants and local sponsorships become available, this program may be expanded more quickly. It is also
anticipated that an mnitial funding level of this program will be included in the capital campaign goals,
allowing the Board of Directors the opportunity to begin the Cultural Growth Fund at the time of the
Theatre opening;

Financial support will be provided in two areas: seed grants and venture capital grants. The seed grant
program 15 designed to provide financial asssstance for organizations and events that do not have the
potential to break even or be profitable. These events are typically held to provide a cultural opportunity
for the participants and the community. In addition, through this category, funding can be provided for
non-profit organizations using the Center Theatre or the faclities within the Resource Center for their
events. This funding will be used as a form of “discount” on payments made to the Center to offset
rental and production expenses.

The venture capital program will provide start-up tunding for projects that have both creative and
financial potential. Funding within this area will be retumed to the Cultural Growth Fund if the event
breaks even or reaches a profitlevel If the event s profitable, the Center will receive a percentage of the
profits in exchange for the financial support that effectvely reduced the risk for the grant recipient.

Funding requests will be reviewed twice a year. This will ensure that a portion of the funds are available
for events planned at different times of the year. The formal polices for administration of the program
will be developed by the Board of Directors, however it is anticipated that the following criteria will be
used as a foundation.
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During the nittal years, the principle critena for the awarding of financial support will be as follows:

D

3)

4)

The organization or indvidual must be presentng the event(s) at the Center Theatre or
Cultural Arts Resource Center. In addition, those events that provide indication of
potential for increased future Center business will receive priomty.

Those presenting events that are targeted toward new audiences and/or create new cultural
opportunities for the Fremont community and regional market will receive priority.

The level of community interest and/or past community support will be evaluated and
considered.

The proposed financial terms of the co-sponsorship will be considered. For example, if the
organization requesting funding is proposing to share any potential profit with the Center
Theatre (on a percentage basts), the request may have greater ment than an outright grant
to be used to offset Theatre rent or production fees.
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Center for Investment in the Arts
Fremont, California
CULTURAL GROWTH FUND

GRANT APPLICATION

l

Seed Grant Program Date
Venture Capital Program
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APPLICANT:

CONTACT PERSON:
ADDRESS:
TELEPHONE: DAY TELEPHONE:

1. Proposed Event:

Total Event Budget:
Total amount of grant request:
Date(s) of proposed event:
Market target and anticipated audience size:

SR N

6. Provide a brief description of the purpose of the event:

7. Please provide a detailed line itemn budget:

8. Please describe other funding sources for the event (where are funds coming from to cover the

cost of the total budget?):

9. Please describe evidence of community support for this project or event:
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10. Please list the individuals responsible for promoting the event along with their past experience in
this area:

11. Please provide a detailed advertising budget and marketing plan for the event:

12. Who will be responsible for event marketing, advertising and promotion:

13. Additional comments or information:

Cenrer Theatre Preservanon Group ~ Fremon Cabifornn Do 8

S boen Mot Goroun, bag




)
)
)
)
)
)
)
)
)
)
)
)
)
)
)
)

~—

Fremont Center Theatre
Business Plan

Chapter 1our — Operapins Paas,

Performance Module 9

Butlding Maintenance
Center for Investment in the Arts

Maintaining the interior and exterior of the Center Theatre and Cultural Arts Resource Center will be

a high prionty

for the organization and building management. This will not only ensure a quality

atmosphere for programs and services but will also protect the value of the physical plant and the
continued preservation of the (historic and new) structures.

The following tasks will be the responsibility of the maintenance and operatons staff and volunteers.

Daily Maintenance Functions

V1

Clean and restock restrooms in both facilities

Empty trash for office, multi-purpose rooms and all facilites of the Primary Partners
and Office tenants

Dust, vacuum and sweep floors

Sweep stage floor (and mop if necessary)

Clean all glass doors and windows

Sweep outdoor entry areas, common areas and sidewalks

Set-up required equipment and furnishings for events to be held in the public rooms

Ensure that the needs of rental clients are met

SN N VR B ENO U R N I

Maintain a mantenance log, keeping track of repairs made and those required by future

work
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Weekly Maintenance Functions

1 Implement a building walk-through while making notation of any required maintenance
for equipment, structure, fixtures, etc.

T

Check intenior and extertor of building for graffit. Clean-up as required.

Water intertor plants and extertor landscaping.

Inspect building signage, replace or repair as needed.

NI R | HM

Review all ADA access pomnts and seating areas

Monthly Maintenance Functions

¥ Check the maintenance log to see if any items need repair or replacement.

™ Implement a walk-through of the buiding and grounds while making notation of any
required maintenance for equipment, structure, fixtures, sprinkkers, lights, etc.

Check interior and exterior light fixtures for required bulb replacement.

Wash all baseboards in interior rooms and restrooms.

Inventory tables and chairs, checking for repair needs.

Check building alarm system.

Clean all filters in the HVAC systemn.

Inspect sprinkler heads.

Inspect wall plugs and replace those with cracks or other damage.

NI I U B N B CN T R N B B KN IR CS R N

Wash exterior windows.
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Annual Maintenance Functions

! Check the maintenance log to see if any items need repair or replacernent.
v Ensure that fire equipment 1s tested and cerufied.
i Review maintenance program with Management Enhancement Team making note of

any areas in need of unprovement.

Inventory all equipment, tools, furnishings and maintenance supplies.

Meet with the Fire Department checking all requirements for public safety.

Inspect the roof, gutters and all site dranage.

Refurbish all floors.

Paint stage floor (repatr if necessary)

Check all production equipment for repair needs

Clean all stage light fixtures

Test and certtfy zll chatn motors above stage gnid

N IS N SO N R A SR G B B S

Test and repair all automatic door closures
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Fremont Center Theatre
Business Plan

Chapter o - Opeititions Pris

Performance Module 10

Management Enhancement Team & Performance Benchmarks

Center for Inves

tment in the Arts

The Center management staff will be supported by an advisory committee called the Management

Enhancement Team

which will be comprised of representatives of the Prumary Partners. This group

will meet bi-monthly to discuss the operation, explore ways to provide increased benefit to the
community and review performance benchmarks. In addition, this tearn will discuss ways in which
the Primary Partners can advance the joint mission of building a stronger arts market, a bigger
volunteer base and greater connection to the private sector.

Team Work Plan

While the Management Enhancement Team will be self directed, it is antcipated that the primary
goals of the committee will be as follows:

M

Meet on a br-monthly basis or more frequently if required.

v

Digest and evaluate the Organizations Business Plan.

Review and evaluate project performance benchmarks and make recommendations
regarding more effective ways to achieve project goals.

Explore additional benchmark ideas and establish criteria for meeting newly proposed
goals.

Coordinate issues relating to facility use and the needs of Prmary Partners and other
Theatre and Cultural Arts Resource Center clients.

Evaluate the general appearance of the Cultural Arts Resource Center and make
recommendations relating to janitortal needs, signage and other issues which relate to
the experience of the general public while visiting the Center.

Coordinate the programming and service mix of the Theatre and Cultural Arts Resource
Center and explore potential programming ideas that would enhance the benefits
offered to the general public.
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Performance Benchmarks

A sentes of performance benchmarks will be used to evaluate the success of the Center Theatre project
and to make adjustments to the Business Plan should they be required. This on-going evaluanon will be
the responsibility of the Theatre management staff and Board of Directors.

Benchmark 1- Theatre Project Mission

On a quarterly basis the management team will review the project mussion and operating goals o
determine 1f the operation 1s on track.

M|

Have the Theatre and Center provided a professional venue for the presentation of the
creative works of local and regional artists?

Are the Theatre and Center a vital, proactive force in the cultural development of the
region?

Are the Theatre and Center supporting the economic vitality of the Fremont community by
attracting visitors and encouraging recreational spending in the Centerville area?

Do the Center mission and operating goals stll reflect the needs of the commumnity and
accurately describe the purpose for the Center’s existencer

Benchmark 2 - Community Impact

On a quartetly basis the management team will review the performance of the Theatre and Center in
relation to the impact of the services and programs on the community.

‘The following questions will assist in the evaluation of this Performance Benchmark:

M

How many participants have been involved in the programs and services of the Theatre
and Center, including those offered by rental clients?

Does program attendance reflect that services and programs are benefinng the diverse
ethnic groups in the community?

Are other local non-profit organizations using the Theatre and Center?

Is the quality of service to the residents provided at the highest possible standard?

%]

Has the community been asked for feedback regarding areas of need and interest?
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Benchmark 3 - Programiming Mix and Diversity

On a quarterly basis the management team will review the programming mix as well as the diversity of
programs and services offered at the Center Theatre and Arts Resource Center.

i

The following questions will assist in the evaluation of this Performance Benchmark:

v

Are the programs and services meeting the needs of the Fremont community?

Are the programs and services attracting patrons from other surrounding communities?

Is the mix of programs sensitive to the diverse needs of the community?

v
v
M

Are the programs and services offered at the Theatre enhancing public awareness of the
cultural opportunities in the area?

M|

Are the programs and services offered at the Theatre supporting the needs of all age
groups?

Benchmark 4 - Community Relations

On a quarterly basis the management team will review the relationship that the Theatre enjoys with the
community, Theatre patrons and local residents.

The following questions will assist in the evaluation of this Performance Benchmark:

v

Are individuals visiting the Theatre and Center treated with respect and courtesy?

v

Has an annual training program in the area of public relations been held for employees and
voluniteers working at the Theatre and Center?

Are concerns and complaints dealt with professionally and expediently?

Have efforts been made to sohat feedback from individuals visiting the Theatre and
Center?

Is the public image of the Theatre and Center positive and does the community view the
Center as a proactive force for enhancing the quality of life for local residents?

1
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Benchmark 3 - Communitnv Rental Program

On a quarterly basis the management team will review the effectiveness of the Community Rental

Program.

The followmg questuons will assist in the evaluation of this Performance Benchmark:

%

How many rental cvents have taken place at the Theatre and Center?

|

Are the Theatre and Center attracting repeat business from its rental client base?

Have primary rental dates (Friday, Saturday and Sunday) been used by rental clients or have
dates gone unused?

Have efforts been made to contact potental rental chients?

Benchmark ¢ - Community fnvobvement

On a quarterly basis

the management team will review the level of community imvolvement in the

Theatre and determine if steps are required for improvement.

The following questions will assist in the evaluation of this Performance Benchmark:

%

How many individuals are registered in the Center volunteer program?

]

How many hours of volunteer time have been provided in support of the Center mission?
{A monthly computation of volunteer time must be maintained to be used in the grant
solicitation program and other public relations efforts.)

v

Have community members participated in programs designed to solidt input?

Benchmark 7 - Facilite Appearance and Maintenance

On a quarterly basis the management team will review the appearance and overall maintenance of
Theatre and determine if steps are required for improvement.

The following questions will assist in the evaluation of this Performance Benchmark:

Do the facilities provide a clean, safe environment on a daily basis?
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Are public restrooms maintained and cleaned on a regular basis?

M

Have maintenance and repair issues been addressed quickly and professionally?

Benchmark 8 - Financial Success

On a quartetly basis the management team will review the financial success of the Theatre operation and
deterrune if steps are required for unprovement.

The following questions will assist in the evalnaton of this Performance Benchmark:

v

Are project revenues in line with budget projections?

Are project expenses in line with budget projections?

Do future bookings for rental of the facilities support budgetary needs?

Have accounts payable payments been made in a timely manner?

NN | E

Is the finandal strength of the organization strong enough to ensure future success?
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Fremont Center Theatre
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Performance Module 11

Operational Fund Development
Center for Investment in the Arts

A limited fund development program is an essential component of the business plan in that it is onc of
the primary tools for funding the operation of the facility and providing reduced rental rates to the
Primary Partners. Funding through this effort will augment income generated through the Endowment
earnings and rental mcome. The primary components of the organtzation’s fund development effort will
be designed around the On Stage Fremont program. This program will generate financial support for
the Theatre as the primary funding tool for the Cultural Growth and Theatre Operating funds.

On Stage Fremont

On Stage Fremont will provide the marketing vehicle for the Center’s membership effort. It is hoped
that this program will build excitement and broad-based community interest in the Theatre and Center.
In addition, this program will serve as a funding tool to support expanded programming, marketing and
a newly formed Cultural Growth program.

Membership will be set at $100 for individuals and families and $250 for businesses. Student
memberships will be set at §15.00 to encourage partiapation.

Grants Program

Most arts organizattons solicit and recetve program and operating grants as part of their ongoing
fundraising efforts. These grants are usually geographically and programmatically specific, but come in
many forms. They can be in the form of financial underwriting of specific artists, as in funding from the
California Arts Council. They can be in the form of financial underwriting of broader programming,
such as shows for children or the hearing or sight impaired. Or they can be donations of equipment and
services. Granting organizations include corporate giving programs; large and small private, family and
corporate foundatons, government agencies and local and repional businesses.

The Theatre operaton will implement an on-going grant solicitation effort, under the direction of the
Theatre Manager, or the Development Director if budget allows the hiring of this positon. Focus will
be placed on regional, state and national foundations and corporations as well as government agencies
providing grants in the area of performing arts. The projected budget requires that grants be acquired
totalng §50,000 annually.

As with all aspects of a successful fund development program, the process of raising funds through
grants requires a strong professional foundation. To ensure the highest level of success, the
organization will need to implement the following strategies:

1) Conduct on-gotng research.

Cenrer Theatre Preservanon Geoup ~ Fremont, Califorma
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2)

3)

4)

5)

6)

Matntain accurate and detailed financtal records of the nonprofit organization, including
annual audits.

Implement an organized “nurturing” effort including the use of newsletters and project
updates to inform prospective granting soutces of progress with the project.

Utilize community leaders as a resource to build personal relationships with prospective
granting organizations.

Maintain a positive network relationship with other local non-profit organizations as
well as national industry trade associations.

Maintain professional records and project information on a computerized database that
will allow for the quick development of accurate grant proposals.
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Performance Module 12

Financial Management & Cash Control
Center for Investment in the Arts

The financial management of the Center Theatre and Cultural Arts Resource Center will be
administered by the Theatre Manager with oversight by the Board of Directors. The tollowing

information represents the financial management procedures recommended for inclusion in the

organization’s policy manual.

Section [ - Cash on Hand

1y

2

3

Petty Cash - the operation may maintain a petty cash balance not to exceed $500 at any one time.
This money is to be controlled by the Center Manager and may be used only for purchases
required for the effective operation of the business. A written receipt 1s required for all

purchases.

Box Office - the box office account will maintain a cash fund of $200 and will open each day
with this amount. At the close of business each day, all monies in the box office will be collected
by the Center Manager or Executive Assistant, leaving the opening balance of $200 for the next
day's business. The ticket sales receipts will then be reconciled against actual tickets sold for the
day.

Concesstons - at the discretion of the Center Manager, a change fund can be established, not to
exceed $200, for day of show concession (including merchandise) sales. At the close of
operation, these funds are to be collected by the Center Manager or Executive Assistant and
reconciled against actual product sales.

With the exception of the items enumerated above, at no time will cash funds be kept in the
Theatre. Any exception to this policy must have prior approval by the Center Manager.

Secton I - Daily Income

1)

()
()

The operation will generate income on a daiy basts. This will include payments in the form of
cash, check and credit cards made for a variety of products and services, including income from
ticket sales, facility rental, concesstons, merchandise, services and equipment reimmbursements,
and donations to the non-profit support organization.

Income received 1s to be transmitted for bank deposit on a daily basis. Bank deposits must be
made daily by the Center Manager or Executive Assistant.

A signed duplicate of each transmittal must be kept on file in the Center office, as a receipt that
the deposit was received by the bank.
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4)

)

7

8)

1f, due to the pace of ticket sales (at extremely busy times), the work requirement of the box
office does not allow the time required to reconcile the daily sales, the Center Manager or
Executive Assistant will make the approprate transmittal and reconcile the box office income
the following morning.

Photocopies of all checks must be made prior to deliveriﬁg deposit to the bank.

The deposit receipt, photocopies of checks and the closing box office statements are to be
placed 1n the appropriate files maintained by the Center Manager.

The daily sales and transmuttal documentation are to be entered into the Center bookkeeping
records by the Center Manager or Executive Assistant on a daily basis. Once this i1s completed,
this documentation is to be tiled in the financial records maintained by the Center Manager.

Rcvenue received from Center clients, including rental income, deposits, equipment
reimbursement, etc., are to be entered into the Center bookkeeping records as a credit against the
account receivable.

Section III - Accounts Payable and Receivable

)

3)

The Center Manager shall maintain accurate and up-to-date accounts payable and accounts
receivable systems, using the organization’s bookkeeping records.

All invoices are to be paid on a two-week cycle.
Al client rental agreements are to result in a payable account within the organization’s

bookkeeping records. The aging report (enumerating current and past due accounts) is to be
reviewed at bi-monthly staff meetings.

Section IV - Financial Records

D

2)

The Center Manager shall maintain all financial records for the operation.

All financial records are to remain confidenual and may only be viewed by the Center Manager,
Executive Assistant and members of the Board of Directors. The Center Manager shall present
a formal report to the Finance Committee of the board on a monthly or quarterly basis.

Section V - Box Office Management

1)

4

The management of the box office operation is the responsibility of the Executive Assistant.

Tickets are to be sold using the automated ticketing system. All events held at the Center must
be sold through this system (exceptions will be made for Primary Partners.)

Ticket sales and cash receipts must by reconcited on a daily basis.

Only authorized personnel may be granted access to the box office. This includes the Center
Manager, Executive Assistant and part-time box office personnel assigned this responsibility.
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5) Comp tickets to in-house events may only be tssued with authorization of the Center Manager.
Any individual recetving a comp ticket must be listed on the master list of comp tickets which is
to be maintained by the Center Manager. Comp uckets for rental events are at the sole
discretion of the client.

6) Tickets may not be "held"” for patrons without receipt of payment using cash, check or credit
card. Limuted exceptions can be made to this policy with the authorizaton of the Center
Manager. However, a seat can only be held by placing a "hold" code through the automated box
office system. Under no circumstances can paid tickets be "pulled” from the system without the
receipt of payment from the patron.

7) For shows produced in-house, there 1s a separate policy concerning the processing and handling
of tickets for patrons, for season ticket sales, and for the non-profit support group.
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CENTER THEATRE FOR THE PERFORMING ARTS
FREMONT, CALIFORNIA
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CENTER THEATRE FOR THE PERFORMING ARTS
FREMONT, CALIFORNIA
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